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Abstract
Since the eighties there has been a concerted effort to reform the public sector in order to,
amongst other things, improve their performance and service delivery to the public. Large
scale and capital intensive projects are required, especially within Oman a developing
country, for ensuring development and improved service for the citizen. The planning,
implementation and maintenance of these initiatives rests on public sector institutions.
The role and effectiveness of senior managers play a significant part in the overall
successof their organisations and the development of their nations.
The main concern of this research is to explore and identifying the behavioural influences
which contribute to the increased effectiveness of the senior managers of the Muscat
Municipality, Oman. This research utilises a combination of qualitative and quantitative
methodologies. In addressing the leadership effectiveness in Oman, it utilises and
contextualises Analoui's (2002) model of eight parametersfor effectiveness as a basis to
explore the awareness, perceptions, skills, organisational criteria, motivation, degree of
demands and constraints, choices and opportunities, and dominant leadership philosophy
for effectiveness. Based on the above, suggestions have been made to improve the
content and context of senior managers' work to increasetheir effectiveness in Oman.
This first time study contributes to the present knowledge and understanding of the
subject by contextualising the concept of `Managerial Effectiveness' in Oman's public
sector. It concludes that better understanding of the subject requires attention being paid
to the identified parameters of senior managers' effectiveness. Moreover, consideration
should be given to the influences and impact of the above parameters on personal,
organisational and external contexts in Oman. These will lead to improved performance
and organisational effectiveness as the whole.

Keywords: Managerial Effectiveness, Leadership, Perception, Public Sector,
ManagerialSkills, ManagementDevelopment,Oman
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Chapter One: Introduction

1.1 Introduction

The aim of this chapter is to provide an overview and introduction of this research.
In the first section the research background will be discussed. Then the rationale for
the research will be provided. Research aims, questions and research objectives will
be introduced in the fourth section, and the research methodology will be

overviewed in the fifth section.Finally, the chapterwill end with an outline and a
summaryof the contentof the thesis.
1.2. Research background

Although there are many important factors required for effective operation and the
delivery of large-size, complex initiatives or programs in the public sector the
quality of the leadership is consistently mentioned as a critical factor. Kotter (1995)
argues that the role of leadership is especially important during the early phases of
an initiative and he also states that half of all companies undertaking large, complex
change programs fail during the first phases of the process. Hacker and Washington
(2003) argue that the failure of programs during the initial stage is a failure of the
program leadership.

Top managers positioned to successfully initiate strategic

change, are required to uncover the need for change. It is also their responsibility to
convince others that an urgent need for change exists so that the people in the
organization are able to align themselves to the new program or project (Giacchino
and Kakabadse, 2003; Analoui, 2002; Quinn et al, 1996; Kotter, 1995). Without
alignment, large complex programs have little chance of being successful (Hacker
and Washington, 2003). Yet, despite the overall agreement that the role of the leader
is a critical one for the success of the operations, the quality of leadership ability
varies widely within and between organizations.

Important large-scale public sector projects, such as preparing the Athens Olympic
Games, the launch of the new, large aircraft A380 Airbus and infrastructure projects
such as the Channel Tunnel, are fundamentally different to smaller, routine projects.
According to de Neufville and Scholtes (2006), Loch et al (2006), de Weck et al

(2004) and Miller and Lessard (2000), research has shown that large-scale projects
differ on three accounts. First, in addition to size, salient political concerns at the
municipal,

national, regional or international level may induce idiosyncratic

changes in national priorities. Sensitivity to public pressures needs to be considered.
Second, uncertainty of varying sorts is likely to be encountered driven by factors
such as market fluctuation, technological change, and the organizational complexity
of the contractual relationship and special purpose consortia set up to run the
project. And third, they are likely to impact on the sponsoring organization (in this
case the Government), which often has a limited ability to spread risk over many
projects and thus exposes the implementing organizations to the risk of damaged
reputation.

The criticality of large-scale project leadership is driven by, amongst other things,
the strategic planning of the project (Giacchino and Kakabadse, 2003). One of the
vital tasks of a leader is the strategic plan of a project. The purpose of a strategic
plan is to guide an organization or a project intelligently into the future. New
presentation formats are created so that strategic plans include all relevant
information captured in the project plans, which include: quality analysis, clear
goals and objectives, pertinent implementation guidelines, focused tasks, detailed
relevant budgets, and specific personal assignments. Inclusion of such information
makes the strategic plan credible and actionable.

Research in the field of leadership has produced many schools of thought which,
according to some scholars, can affect the delivery of large projects (Robinson et al,
2005). Traits theory is based on the premise that effective leaders are "born and not
made" (Robinson et al, 2005). Certain identifiable traits have been associated with
effective leadership, such as honesty, intelligence, confidence, emotional maturity
and ambition. Additionally, developments in emotional intelligence (EI), defined as
the ability to be aware and manage emotions in different circumstances, has given
support to trait oriented thinking (Goldman, 1996). Further, charisma, that `unique
and almost undefinable quality' (Robbins et al, 2001, p. 406), has also been
considered as a personality trait. Thus, one view of leadership is that the behavior

adoptedis consistentwith a leader'spersonality.
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An alternative perspective centres on the culture(s) within organizations, a concept
that became more popular in the 1980s with the works of Peters and Waterman
(1982). On the theme of organizational excellence, Peters and Waterman (1982)
argued that a direct link exists between organizational culture, organizational
performance and leadership. From such leads, some studies have tried to identify
the relationship between specific leadership characteristics and organizational
effectiveness outcomes. Several studies (Denison et al, 1995; Quinn and
Rohrbaugh, 1983) have adopted the `competing values framework', so named
because the two axes of the model are contradictory to each other. The horizontal
axis is a continuum along the dimension of flexibility vs. control. The vertical axis
is a continuum concerned with having an internal focus vs. an external focus. Both
axes represent competing values for the organization and the leader. Recognizing
the contrasts, the competing values framework has been adopted to better
understand the relationship between leadership effect and organizational outcomes
(Denison et al, 1995; Quinn and Rohrbaugh, 1983).
Adopting the competing values framework, Quinn et al (1996) identify eight
separate leadership roles, namely broker, coordinator, director, facilitator, innovator,
mentor, monitor and producer that can be called upon in order to effectively meet
the challenges of the situation. Along similar lines, Hacker and Washington (2003)
found that three leadership roles, namely broker, coordinator and innovator, can
alternately influence the success of a project. Each role has its associated distinct
competencies and skills (Kotter, 1995). For example, brokers are "politically astute"
(Quinn et al, 1996), innovators are "creative, clever dreamers who see the future,
envision innovation, package that in inviting ways, and convince others that they are
necessary and desirable" (Quinn et al, 1996); coordinators are skilled at ensuring
that the project is managed systematically across functions. The study concluded
that the strengths and weaknessesin each team role impacts on the leader's ability
to successfully drive through major projects (Quinn et al, 1996; Analoui, 2002).
According to the skill set and role flexibility of the leader, Hacker and Washington
(2003) argue that an inability to convince people of the need for change, or to
failing large-scale
mobilize resources, and coordinate effort is likely to lead to
change programs.

As is the case with program and project management poor
3

leadership is a major reason why organizational change efforts fail (Kotter, 1995;
Hacker and Washington, 2003).

Hacker and Washington (2003) argue that by

providing leaders with the necessary high quality skills and through enhancing their
understanding of their skill level requirements, the likelihood of poor project startup and consequent failure, substantially decreases.

Other scholars (Stewart and Manz, 1999; Kakabadse and Kakabadse, 1999;
Mintzberg, 1998) have taken a different tack, focusing on the leadership
contribution of teams. In high performing teams, some argue that there is a need for
clarity of each team member's role.

Tasks should be defined and balanced

according to workload demand (Stewart and Manz, 1999). In keeping with this line
of thinking, Stewart and Manz (1999) provide a typology of a leader's effect on a
team in terms of Over Powering Leadership, Powerless Leadership, Power Building
Leadership and Empowered Leadership. Along the same lines, Robbins et al (2001,
p. 400) defines leadership as "the ability to influence and develop individuals and
teams to achieve goals that contribute to a worthwhile purpose" and recommends
that leaders should be able to communicate with team members and make sure they

do not deviatefrom their goals.
Again, others take a different view (Mintzberg, 1998; Drucker, 1992) arguing that
leaders can effectively run large projects through structural redesign, particularly
through `decentralization'. As a result, middle managers are freed from the stifling
constraints of regulatory controls and the unproductive demands of hierarchical
relationships. Individuals can manage `their' business units in entrepreneurial ways,
answerable solely for the performance of those units (Mintzberg, 1998). With
`empowered' employees working in self-managed teams, the broader challenges of
co-ordination and leadership can now be positively exercised (Stewart and Manz,
1999; Mintzberg, 1998; Drucker, 1992). Thus, the traditional role of a `leader' as
someone who is individually

responsible and accountable for the planning, co-

ordination and control of the work of a bonded group of staff under their specific
command, within the constraints set by policy and regulations, is considered to be
disappearing. `Managers' in the traditional sense are being replaced by a particular
brand of professional knowledge worker' charged with more complex responsibility
whilst being less constrained as a leader (Drucker, 1992;). Stewart and Manz (1999)
4

state that, the self-leadershipof teams dependson the control philosophy of the
organization, as well as the capability of its people. Choosing the magnitude of
autonomythat should be given to the team dependson the level of technicalability
of team members,the maturity for individual self-leadershipand the attitudesof top
management.
Studies on `managerial effectiveness', over the last four decades have brought to
light the importance of considering leadership beyond organizational arrangements
and leadership maturity. It is argued that although the above qualities have profound
influence on the achievement of the goals of the organization, they do not always
account for the differences between effective and not so effective leadership.
Various writers such as (Analoui, 1995,1999; Drucker, 1992) attempted to identify
the necessary ingredient for the effectiveness of the senior managers (leaders).
Thus, it has been argued that there is not only a need to understand the processes
involved

(Willcocks,

1992) rather it is imperative to find practical ways of

improving senior management effectiveness (Analoui, 1977,1999).

Recently, a

study of the senior management in the public sector, where the senior managers
have acted as the leaders of development projects, has revealed a myriad of factors
which form parameters of effectiveness. These parameters centre around three
influential sources (context) namely, leaders or senior managers themselves, the
organization in which senior managers work and finally, the external environment
which influences both the individual

leader and the organization (Analoui and

Labbaf, 2001; Analoui, 1999). Thus, the characteristics of the leader, in particular
their perception of their own effectiveness, the level of functional skills and
competencies necessary, the support, challenge and dynamics surrounding the
teams, organizational criteria, constraints and opportunities, the nature of work to be
undertaken and above all the dominant managerial style (leadership) in operation,
are central considerations for successful project and program management.

1.3 Managerial Effectiveness
Studies on `Managerial Effectiveness', over the last four decades have brought to
light the importance of considering leadership beyond organizational arrangements
5

and leadershipmaturity. It is arguedthat althoughthe abovequalities haveprofound
influence on the achievementof the goals of the organization,they do not always
accountfor the differencesbetweeneffective and not so effective leadership.
This organizational phenomenon, illusive in nature, has been known and labeled as
a concept which is difficult to quantify (Bennet and Brodie, 1979), and even more
difficult to measure (Analoui, 1994), yet it is often talked about and has attracted
much interest from lateral and multi-lateral agencies, and has also been
acknowledged by serious researchers such as Drucker (1967), Mintzberg (1973),
Margerison et al (1987) and Analoui (1998; 2002).

Not surprisingly, there is not a single definition for managerial effectiveness in the
literature, which could be widely used in theory and practice. Neither is there a
single, clear-cut model which could be used to measure the effectiveness of
managers. There have been as many definitions as there are researchersin the field,
different authors each give a different definition in their works (Kassem and
Moursi, 1971). Reddin (1970) defined effectiveness as the degree to which a
manager achieves the output requirement of their job. Therefore, he argued that
managerial effectiveness should be measured based on the output results of the
managers' job.

(Reddin, 1970). At

the same time

Drucker

(1967)

defined

effectiveness as a set of skills required to get the right things done and he
considered managerial effectiveness to be a function of a manager's competence to
master a complex set of practices which include: time management, resultorientation, building on strength, concentrating on a few major areas and making
effective decisions (Drucker, 1967; Kassem & Moursi, 1971). Mintzberg (1973)
defined an effective manager as one who recognizes the need to understand the
content of the job and uses the available resources to carry out such operations.

Early writers, by and large, were concentratingon two interrelated issues to
determinewhethera manageris getting the job donesatisfactorilyor not; efficiency
and effectiveness.Efficiency is contendedto be about the relationship between
input and output. That is, to be efficient one should get more output from the given
input. Or, in other words, to be ableto minimize the cost of the resourcesneededto
achievethe set goals. However, it is not enoughto be efficient and often what is
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more important is whether the manager is effective or not. Robbins (1997) argues
that effectiveness is choosing the appropriate goals and achieving them, thus
recognizing the presence of a myriad of choices available to managers. However
Robbins fails to consider the parameters and contexts in which effectiveness occurs.

Based on Drucker (1967) and Reddin (1970) works, managers have to be effective
as this is after all their job. Drucker (1967) highlighted the fact that when managers
are hired they are expected to get the right things done, which means they are
expected to be effective regardless of what business they are in. At the same time
people with high intelligence, imagination and a high level of knowledge very often
lack effectiveness. Thus there seems to be little correlation between intelligence,
imagination, knowledge and effectiveness. Drucker (2006) pointed out that
intelligence,

imagination

and knowledge

are essential resources but

it is

effectiveness that converts all of these into results.

The manager's results should be looked at in terms of output. Thus the effectiveness
of a manager should be defined by what the manager achieves and not by what
he/she does (Reddin, 1970). According to Reddin (1977) effectiveness is not a
quality that managers can bring into their job and it has nothing to do with skills and
knowledge. Thus just to have knowledge and skills doesn't mean that the manager
can be effective in his/her job (Reddin, 1970). According to Reddin (1970) a
manager becomes effective by managing a situation appropriately and producing
results from it. He stated that effectiveness is about performance and has not much
to do with personality. He came up with fifteen questions which he thought are
essential for a manager to answer in order to be effective. A manager is effective if
other people make use of what he contributes (Drucker, 1967), therefore a
manager's effectiveness is very much dependent on other people around him/her.
Stewart (1991) believed that effectiveness requires the ability to look at the job
strategically. According to her the effective manager has a `helicopter' view, where
one is high enough to see the whole picture but not so high as to blur the main
features (Stewart, 1991). She pointed out that in order to be effective every manager
needs to deal with three elements in his/her job, which are: Demands, Constraints
and Choices. Demands are tasks that the manager has to deal with and he/she can
neither ignore them nor delegate. Constraints are the factors that limit the manager's
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actions, which also include the lack of resources and people's attitude. Choices are
the opportunities which exist in the job and allow the manager to do something
different from what other managers are doing. The changes in the demand and/or
constraints affect the choices that are available to the managers (Stewart, 1991;
Kakabadse, et al., 2004). Thus she indicated that those managers are effective who
fulfill the demands and at the same time make use of the opportunities available in
their job. However, Analoui (1999) believes that the constraints, choices and
opportunities confronted by managers constitute only one of the eight parameters
responsible for assessing the effectiveness of managers, especially the senior and
executive cadre.

Writers such as Analoui (1995,1999) and (Drucker, 1970,2006) have attempted to
identify the necessary ingredients for the effectiveness of the senior managers
(leaders). Thus, it has been argued that there is not only a need to understand the
processes involved (Willcocks,

1992 a, 1992 b) but it is also imperative to find

practical ways of improving senior management effectiveness (Analoui, 1977,
1999).

Drucker (2006) concentrates on the managers and poses that the effective managers
are all very different but what they have in common is that they all follow eight
practices. They:

"

Recognize what needs to be done

"

Understand the nature of the enterprise

"

Develop action plans.

"

Take responsibilityfor decisions.

"

Take responsibility for communicating.

"

Focusedon opportunitiesratherthan problems.

"

Run productivemeetings.

"

Think and say"we" rather than "I"
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These practices, according to Drucker (2006), provide the managers with the
knowledge that they need, helps them to convert the knowledge into effective action
and ensures that the organization as a whole feels responsible and accountable.
Based on Analoui's (2007), as managers are judged not just for what they do but
also based on the outcomes achieved by their staff, their effectiveness should be
assessed based on the level of motivation and morale of their staff, the success of
the staff training and development, and the creation of an organizational climate
which enables the staff to willingly produce effective results.
Managerial effectiveness can not be obtained by achieving only one single
objective, no matter how broad the objective is. It is multidimensional and therefore
managers who are focused on a single objective can be successful in the short run
but may not be so in the long run (Reddin, 1970). One of the few things that many
writers working in the field agree upon is that managerial effectiveness should be
identified based on various factors (Kassem & Moursi, 1971).

Recently, a study of the senior management in the public sector, where the senior
managers have acted as the leaders of development projects, has revealed a myriad
of factors which form parameters of effectiveness. These parameters centre around
three influential sources (context) namely, leaders or senior managers themselves,
the organization in which the senior managers work and finally, the external
environment which influences both the individual
(Analoui, 1999; Labbaf et al., 2001).

leader and the organization

Thus, the characteristics of the leader, in

particular their perception of their own effectiveness, their level of functional skills
and necessary competencies, the support, challenges and dynamics surrounding the
teams, organizational criteria, constraints and opportunities, the nature of the work
to be undertaken and above all the dominant managerial style (leadership) in
operation,

are central considerations for

successful project

and program

management.
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1.3.1. Parameters of managerial effectiveness

Then, what it is that makes a manager effective? What are the criteria by which one
can explain the effectiveness of a manager and tell the more effective from the less
effective? Many authors agree that effectiveness is a product of many variables
rather than one single factor and that these independent variables are interactive in
their workings and varying in their impact depending on the person and the situation
(Drucker, 1967; Campbell, et al. 1970; Reddin, 1970).
Analoui's (1999) research into the managerial effectiveness in the Ministry of
Environment and Science and Technology in Ghana is a major contribution to the
study of management and leadership effectiveness in the public sector. He identified
eight managerial/leadership parameters which led to the emergence of the model
`Eight Parameters of Managerial Effectiveness'. The study aimed to identify the
causal and behavioral influences which determine the managerial effectiveness of
senior managers in the public sector. The results point to the presence of factors
which constitute `parameters' of effectiveness at work.

The eight major clusters of influences, referred to here as `parameters' of
managerialeffectivenessare:

"

Perception senior managers' of their own effectiveness

"

Managerial skills

or

lack

of

them which

attributes to

their

effectiveness/ineffectiveness;
"

Organizational criteria for effectiveness

"

Motivation of senior managers' effectiveness
.

"

The degreeof 'demands' and `constraints'senior managersare confronted
with

is Presenceof `choices'and `opportunities'availableto seniormanagers
" Natureof inter-organizationalrelationships,and finally
"

Dominantmanagerial(leadership)philosophy (Analoui, 1995).
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The aboveinfluences are argued to have influence on the manager'sability to
act
do
effectively, as the organization'sculture and structure.It is widely acceptedthat
the wider externalinfluencessuchas socio-economicand cultural factors,as well as
the internal factors such organization culture, structure and systems, influence
organizationalmembersperceptions,behavior and effectiveness(Pageet al., 2003).
Analoui (2007)hasreferredto thesecontextualfactorsas;
"

Individual

"

Organizational(internal), and

"

External Contexts

The above model or parts of it have been tested in institutions in both the private
and public sectors in countries such as Iran, Malaysia, Lebanon, Ghana, Romania,
Palestine, Zimbabwe and India (Analoui, 1993,1999,1997,2002,2007;
Labbaf et
al., 1999; Analoui and Hosseini, 2001; Analoui and Al-Madhoun, 2002) and have
shown that the differences in contextual factors can have a profound influence on
the behavior of the senior managers as leaders and their perception as far as their
effectiveness is concerned.
The success of the development projects, an aspect of the senior manager's job
within

the Muscat Municipality,

is highly dependent on the degree of the

effectiveness and development of the human resources, and mainly the senior
managers and executives who are indeed playing a crucial role (Analoui, 1999). The
development of an organization is also very much dependent on the effectiveness of
its senior managers, especially those who are involved in decision making and

carrying out the strategicresponsibilitieswithin the organization(Analoui, 1993).
When people are promotedto seniorpositions they areexpectedto immediatelybe
as effective as those who promoted them (Drucker, 1967).Moreover, as life and
situations are constantly changingeffective managersnow have also to be highly
adaptive(Chauhanet al., 2005).
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As will be explained in more detail (see chapterthree), managerialeffectiveness
constitutesthe core interest of the presentfirst time study, however in a different
contextual setting namely, the Muscat Municipality in Oman. The intention of the
presentstudy is to explore the parametersof effectivenessas they areperceivedby
seniormanagersandare relatedto their work.

1.4. Leadership Effectivenessand Public Sector Reform
There has been relatively little

empirical research examining the relationship
between effective leadership and project success. In the Sultanate of Oman, the
public sector has been greatly instrumental towards the country's development.
However, there is no doubt that the Omani public sector needs improvement and
reform. However, it is believed that effective management will lead to improved
public management processesand will serve as a mechanism to examine and control
the utilization of resources for the general public. The leadership in project
management, amongst other competencies, plays an essential role in the public
sector in Oman. Managerial/leadership effectiveness can be further increased to
accelerate the process of successful implementation of the development activities

(programsand projects).
The centrality of the Muscat Municipality and its visibility and importance in terms
of the development and modernisation of Oman means that clarification of the
processes which lead to effectiveness of the leadership in this organization, will in
turn have implications for the modernisation and reform of the public sector as the
whole.

1.5. Main Aims and Objectives:

The main objectivesof this researchareto explore;
1. The dimensions of managerial and leadership effectivenessof senior
officials (managers)and executives,who work in the Muscat Municipality
and arein chargeof the developmentprojects.
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2. The extent to which senior managers (officials) effectiveness can be
attributed to their transformational and/or transactional managerial and
leadership styles adopted when discharging their daily duties, including
implementationof the municipalities large developmentprojects.
3. The relevance of identifying the major effectiveness dimensions for the
improved performance of the senior management (leadership) of the Muscat
Municipality

in particular and the leadership of the public sector as the

whole.

The above objectives have been categorisedinto sevenspecific sub-objectivesas
follows:

1. Examinethe role of the leadershipin public sectororganizationsin Oman.
2. Identify the significance of the effectiveness of the leadership of the
organizationand its influence on the developmentof both the Municipality
and the implementation of large projects, which ultimately benefit the
Citizens of Oman.
3. Assessthe extent to which one or more of the identified parametersof the
seniormanagers'effectivenesscontributesthe most to their successin terms
of managingpeople,work and stakeholdersboth within the government,and
in national and internationalcontexts.
4. Contributing to the theory of parameters of managerial effectiveness by
contextualizing the model in order to reflect the work related realities of the
public sector in Oman.
5. Identify and analyze the major human resources management concerns and
challenges facing the leadership in the implementation of the projects and
development within the Municipality.
6. Determine the most important issues related to the human resource
development, in particular leadership development of the senior managers in
the Municipality of Muscat to ensure increased effectiveness on the part of
the senior managers and executives of the organization; and finally

7. To identify the policy implications of the identified need for increased
managerialand leadershipeffectivenessfor improving and strengtheningthe
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senior officials who work in other public sectorMinistries in Oman as the
whole.

1.6. Research Questions

As it has been discussed in the previous section, the aim of this study is to explore
how individuals' effectiveness in strategic leadership roles in the Muscat
Municipality affects the delivery of large-scale projects. Thus, the research question
is how applicable are Parameters of `Managerial Effectiveness' (Analoui, 1999,
2002) to the Muscat Municipality context?

In order to answer thesequestionsan additional sevensub-questionswere pursued
in an exploratory fashion.
I.

What are the main development projects and programs being planned,
implemented and maintained within the Muscat Municipality?

2. What are the main influential parameters(dimensions)of the management
and leadershipassociatedwith the degreeof effectiveness(or otherwise)of
the senior managers(leadership) in pursuit of the implementation of the
main public projectsandprograms?
3. What specific parameter(s) of the senior management effectiveness seem to
be strongly associated with the success (or otherwise) of the leadership in
discharging their duties?

4. What arethe contextualinfluencesincluding personal,organizational,socioeconomic,political, cultural and environmentalfrom which the leadership
effectivenessoccurs?
5. What is the link between the dominant managerial philosophies, the most
important

parameters of

the

senior managers'

effectiveness, their

effectiveness and their transformational and transactional leadership styles?

6. What are the implications, in terms of the human resourcemanagementand
developmentpoliciesandprocedures,in light of the abovefindings?
7. To what extent are the abovefindings deemedto be relevantfor the smooth
and effective operationsof the public sector(otherministries)as the whole.
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1.7. ResearchRationale
The business environment, in both private and public sector organizations, has
changed at a very fast pace over the past few decades; the redesign of systems to
reduce costs, improving effectiveness, development of new products and new
alternative techniques are all parts of this new business environment. These
conditions have compelled organizations to implement strategic initiatives as
programs and projects. Development

programs and projects in

developing

economies are often the cornerstone of long-term economic and social development
(De Neufville and Scholtes, 2006). In recent years, the number of large, major
programs designed to improve the infrastructure of developing countries has
increased exponentially. Unfortunately, such programs are often fraught with
questionable senior management performance leading to financial waste and
marginalized results. These programs pose special challenges, risks and rewards to
their leaders because they are larger tasks, have a more complex organization and
offer risks and rewards both to society and those directly associated with them (De
Neufville and Scholtes, 2006). This is especially true of developing countries such
as Oman where a number of large, major projects have been implemented in recent
years and many more are expected to follow in the future. Therefore, it is crucial
that the leadership strategies used to drive through such projects be grounded in
theory and supported by real-life empirical analysis.
The effectiveness of the project managers, especially the parameters of managerial
leadership, is a topic which has gained more attention in past decades. Since
leadership is concerned with the ability to influence the behavior of others to closely
accord with the desires of the leader, it is inevitable that leadership must be
concerned with interpersonal relationships in the pursuit of organizational and

individual goals.
Although there are many important factors required for effective delivery of the
large-size, complex initiatives or programs in the public sector, the quality of
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leadership is consistently mentioned as a critical factor. Kotter (1995) argues that
the role of leadership is especially important during the initial phases of an initiative
stating that half of all companies undertaking large, complex change programs fail
during the first phases of the process. Hacker and Washington (2003) argue that the
failure of programs during the initial stage is a failure of the program leadership.
Top managers positioned to successfully initiate strategic change, are required to
uncover the need for change. It is also their responsibility to enthral others in the
belief that an authentic need for change exists so that the people in the organization
are able to align themselves to the new program or project (Giacchino and
Kakabadse, 2003; Quinn et al., 1996; Kotter, 1995). Without alignment, large
complex programs have little chance of being successful.
According to Lewis (Loch et al, 2006) the project managers' role is critical to
project success and facilitation

of both the rational and emotional aspects of a
project is complicated by the utilization of cross-functional teams. The project
managers of today need to have business, interpersonal relationship and political
skills, they must also be sensitive and responsive to project stakeholders, and be
able to manage themselves.
Project management provides a vehicle with which to implement change. Therefore,
to adapt, organizations require their project managers to lead strategic projects by
identifying

leadership styles and skills that have a direct influence on project

success. This

study

provides

organizations

in

Oman with

development

opportunities.

1.8. The need for context
Prior to the ascension of His Majesty Sultan Qaboos bin Said to the throne, Oman as
a country had lived in relative isolation and obscurity. The country lacked adequate
development and infrastructure. However, in the early seventies, a series of
substantial changes took place. Priorities were set aside for the construction of
infrastructure facilities such as roads, bridges, dams, street lights, public parks,
schools, markets and social housing. Many educated Omanis who had lived abroad
returned to Oman to take part in the process of nation building.
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Oman, a country in the Arabian Peninsula, had to confront the reality that the dream
of having a developed country and nation can only be realized by embracing
progressive ideas and engaging in ever increasing regional and international
relations, thus involving

the world communities in its development affairs.

Therefore, national and international contractors, consultants and experts were
invited to take part in the construction activities as a result of the oil boom.
Priorities and purposes were set, strategies evolved and changes resulting from the
visionary achievements of the ruler of the country began to shape the future history
of Oman.

Since 1990 the Muscat Municipality, specially the Directorate General of Technical
Affairs Department, had recruited young engineers and management graduates who
were mostly educated in Europe and the United States of America. This cadre of
management which had already been exposed to better infrastructure facilities and
technological developments began to become actively involved in the development

of their country
During the last 25 years, the Muscat Municipality had embarked on many ambitious
projects under the leadership of the Directorate General of Technical Affairs. These
development projects and programs paved the way for the development of a modem
capital- Muscat. Some of the important ongoing projects include: Construction of
Southern Expressway (RO 131.681 million)

(At the time of writing

1RO =

US$2.59), the design and construction of the Central Corridor from Madinat
A'Sultan Qaboos to Bausher (RO 10.992 million), and the Bandar Al Jissah Yiti
Road (RO 9.850 million).

In addition to the above major on-going projects, several re-construction and
remedial projects have been being initiated in response to the recent cyclone Gonu
(2007), which hit the coastal areas of Muscat. It is estimated that the overall cost of
remedial works will be in the region of several hundred million Omani Rials.
Muscat Municipality is also involved in the development of Muscat Waste Water

Project and a major tourismproject called `TheWave'.
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With such varied and on going major infrastructure projects, it is expectedthat
Muscat will soon becomea tourist destination and a desirableenvironment of the
foreign investmentand development. The Muscat Municipality, as an institution
has received many internationalawardsfrom internationalorganizations,including
the United Nations, for being a role model cleancity with bestinfrastructure.
This brief background illustrates the importance of the Municipality and its
development role for Oman as the whole and the need for the increased
effectiveness of the senior officials, the very topic of this academic exploration, of
its management cadre which is charged with the leadership responsibilities for
modernizing Muscat, meeting the needs and requirements of its citizen and

maintaining the achievementsmade.
1.9. Methodological overview
Several research techniques can be applied in a scientific context. There are
differences in the detailed application of the technique, because work undertaken
within the scientific tradition requires careful attention to the rigor with which the
instrument is designed and validated, and the data is gathered and analyzed. In order
to derive appropriate remedies for a problem, researchersare expected to employ
suitable methodologies. Therefore, appropriate research methodology for this
research was selected; the available research methodologies and outlines the
characteristics, advantages and drawbacks of each are reviewed in chapter 5. The
research contains an empirical analysis of the senior managers' perception of
leadership effectiveness in the Muscat Municipality. In this research the senior
managers of the Muscat Municipality

were defined as a unit of analysis. A

combination of qualitative and quantitative research methods (triangulation) has
been used in this research.

Researchingleadershipeffectivenessrequiresthe right balancebetweenqualitative
and quantitative methods (Analoui, 1999). Yin (2003) argued that, qualitative
researchstudies should always be followed by quantitative researchto test the
hypotheses.It is a principle of researchin businessand managementstudies,more
especially leadership, to view qualitative and quantitative research as
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complementary,

rather than in

competition

with

each other (Yin,

2003).

Accordingly, a research process, which is based on the exploratory discipline, has
been employed. This study required the collection of quantitative and qualitative
data that would facilitate comparison and the answering of the research questions.
The data examined in this research are gathered using two specially-designed
instruments: a structured questionnaire which was used for the entire senior
management (N= 48), and a series of face to face semi-structured interviews (N=
24). The research questionnaire and interviews follow an agenda, which investigates
the managerial perception of leadership effectiveness and styles of the senior
participants involved. The questionnaire is the main research instrument in this
study. The survey as the data collection method was selected as it was thought to be
superior when compared to the other two methods.
The nature of the data in leadership research includes both qualitative and
quantitative. The collection of qualitative evidence usually involves interviews,
which may be structured to a greater or lesser degree, in order to collect complex
information about a particular aspect of the subject. Because research into strategic
issues requires the collection of complex evidence concerning `why? ', `how? ', and
`who? ' simple survey techniques are not appropriate and the researcher has to
engage in a more sophisticated research strategy.

It has been emphasised that; qualitative and quantitative methods could be
combined to reinforce each other in the same research project. The questionnaire
was constructed using both open ended and closed ended questions. The closeended questions were formatted using rating questions, matrix questions, semantic
differential and ranking questions. Before distributing the questionnaire, the pilot
study had been carried out.

The questionnaire was revised after each round of

discussion. More importantly, the questionnaire was tested on senior managers
within the Muscat Municipality. In this regard, the questionnaire was pilot tested on
a small number of respondents (see Chapter Five) to ensure the validity and
reliability of the research instrument. Following a number of minor adjustments to
the format of the questionnaire, it was ready to send to the respondents.
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In order to analysethe data and consequentlytestthe hypothesis,the collecteddata
was summarisedusing statistical graphs such as bar charts and histograms. In
addition, various descriptive statistics including means,medians,modes, standard
deviations, coefficient of skewnessand kurtosis were calculated.The main reason
for such analysis was to get a clear picture of how the different variables were
distributed. Regarding the reliability

of the data, reliability analysis on

measurements has been carried out. Generally speaking, in this research in order to
analyse the data descriptive and non-parametric tests have been used.

1.10. Thesis Structure
The thesis is organised into eight separate but interlinked chapters; namely
introduction,

management and leadership, literature review

framework, role of Muscat Municipality,

and conceptual

research methodlogy, data analysis,

discussionand finally, summaryand conclusions.
Chapter one introduces the research. It provides the background, rationale for the
study and the deliniates the objectives of the research. Following an explanation of
the research questions, an over view of the research will be presented and structure
of the thesis will be provided.

Chapter two reviews the literature in leadershipeffectivenessand examinesthe
evolution to the concept of leadershipand management,and its major schools of
thought. This chapter provides an overview of the major works in the areasof
management.A number of important conceptsin managementand leadershipwill
be been introduced. The chapter starts by defining the term management. It
continues with reviewing the schools of thought in management including classical
approaches, revolutionary approach, and new approaches to management and
leadership. The chapter provides the history, nature and models of management. It
continues by introducing the characteristics of management in the public sector.
This chapter ends with the discussion on current emphasis on leadership in public

sectorresearch.
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Chapterthreereviews the existing theoriesof leadership.The theoriesdiffer greatly
in their scope.This chapterprovides a conceptualframework of the research.Two
theories are used to form the developmentof a framework that will enable the
analysis of the effectivenessof the leadership in the Oman public sector. The
chaptercontinuesto developa conceptualframework of the research.
Chapter four provides an overview of Oman. The economic, social and cultural
factors, that provide

the very context in which development projects are

implemented, are discussed in this chapter.

Chapter five describeshow the researchdesign was developedand in doing so
draws together all of the preceding chapters. The chapter begins by outlining the
research questions through the development of the framework. After considering the
philosophical position that underpins the choices made in the development of the
research design, the chapter then explains the researchprocess. The selection of data
collection techniques, by reviewing the pros and cons of the different data collection
methods, is explained in the next section. The chapter then goes on to explain the
questionnaire construction and survey process. This chapter ends with a discussion
on data analysis techniques.

Chapter six provides the analysis of the data. This chapter also introduces the major
findings of the research in connection with research propositions and research
questions. The questions offered by the conceptual framework of the research are
compared with the findings of the study providing an interesting insight into the
phases of the process of project leadership and management in Oman.

Chapter seven provides discussion on the major findings and results of the study.
This chapter bridges the literature review to the current study and compares and

contrastthe findings of this study with the previousresearches.
Finally, chaptereight is the concludingchapterand as suchin primarily concerned
with the significance of the findings of the research. The chapter begins by
revisiting the aims of the researchand the researchquestions.The chapterthen
considers each of the researchpropositions, and explains the theoretical and
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practical contribution of the research.Policy implications and implications for
senior managers is the next section of the chapter. Suggests for further
investigations in the field are made and the chapter then concludes with a
consideration of the limitations and difficulties encounteredduring the research
process.
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Chapter Two: Management and Leadership
2.1. Introduction

The aim of this chapter is to provide the reader with an account of the historical
development of the management and leadership literature. The chapter reviews the
relevant literature on the issues to be discussed regarding management (including
project and program), that managers (leaders) actually do and leadership definitions,
schools of thoughts and models. The chapter starts with

an overview of

management theories. In the second section leadership theories and models are
discussed in some detail, whilst in the third section the differences between
management and leadership are reviewed and, as far as possible, de-mystified. The
chapter continues with a discussion on management and leadership in the public
sector. Throughout, the effectiveness of the managers/leaders,particularly the senior
cadre, who are the focus of the present work, will be borne in mind. Finally, the
chapter ends with a summary and conclusion.

2.2. Management
One of the most important human activities is defined as `managing' (Vandeven,
1999; Cooke, 1999). Ever since people began forming groups to accomplish the
aims that they could not achieve as individuals, managing has been essential to
ensure the coordination of individual efforts (Koontz and Weihrich, 1990; Analoui,
1990). What do managers have in common? Mary Parker Follett, a management
scholar described management as "the art of getting things done through people"
(Stoner et al, 1995). Peter Drucker, a noted management theorist, states that
managers give direction to their organizations, provide leadership, and decide how
to use organizational resources to accomplish goals (1974). Getting things done
through people and other resources, and providing direction and leadership is what
managers do (Analoui and Karami, 2003; Analoui, 2000).
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2.2.1. What is management?
Mintzberg et al (1995) argued that, if you
ask managerswhat they do, they will
most likely tell you that they plan, organize,coordinateand control.However, these
four words, which have dominated managementvocabulary since the French
industrialist Henry Fayol first introduced them in 1916, tell
us little about what
management is. So let us shed light on some definitions of management. Koontz
and Weihrich have defined management as,

"... the processof designingand maintaining an environmentin which individuals,
working together in groups, efficiently accompanishselectedaims" (Koontz and
Weihrich, 1990,p. 4).
It was suggested that, as managers, people carry out the managerial functions of
planning, organizing, staffing, leading and controlling. Moreover, managing is
concerned with productivity; this implies effectiveness and efficiency. Daft (2000),
contends that, management often is considered to be a universal phenomena,
because it uses organizational resources to accomplish goals and attains high
performance in all types of profit and non-profit organizations. He has therefore
defined it as,

"managementis the attainmentof organizationalgoals,in an effective and efficient
manner through planning, organizing, leading, and controlling organizational
resources"(Analouiand Karami, 2003,p. 7).
Two important points are: (1) the four functions of planning, organizing, leading
and controling; and (2) the attainment of organizational goals in an effective and
efficient manner. Managers, as we are all aware, use a multitude of skills to

perform thesefunctions(Analoui, 2000).
Whatever the orientations of individuals to work, it is through the process of
managementthat the efforts of the membersof the organizationare co-ordinated,
guided and directed towards the achievementof both individual and organizational
goals. Management therefore, is the cornerstone of organizational effectiveness and
is concerned with the arrangements for the carrying out of organizational processes
and the execution of work (Analoui, 1999; Mullins, 1995). Management enables the
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organization to contribute the needed results to society, the economy and the
individual (Drucker, 1974).It is the natural outcomeof humanassociation,the need
for leadership, which commonly arises in every social enterprise from church to
guild, municipality to empire, war to university (Dyson and O'Brien, 1998). Daft's
(1998) definition of management as the art of getting things done through other
people calls for attention to be paid to the need for arranging for others to perform
the tasks in hand, in order to achieve organizational goals. This involves the
effective management of human resources (HR), as people are being managed and
should be considered in human terms (Mullins,

1995). Management therefore

attempts to create the right balance between the interrelated elements within the
organization and to weld these into coherent patterns that make up the total
organization suited to the external environment in which the organization operates.
Nowadays, it is not easy to define management out of context due to its complex
nature. For this reason management carries a number of acceptable meanings,
depending on the user's purpose; hence there is no single, universally accepted,
standard definition of the term `management'. The term is applied differently in
different ways, with it's meaning discernible only by considering its context. There
is therefore, some confusion about the nature of management (Lawrence, 1986) and
this has led to the term having several different definitions. For a working

definition:

"Management is usually defined as getting things done with or through other
people. It involves making decisions about the objectives and means to achieve the
end set and more frequently making decisions to solve lots of problems that will
otherwise frustrate the achievement of these objectives. Management is about
planning and organising to get things done, and especially about coordinating, about
bringing together, reconciling and integrating various activities or parts that all
contribute to the whole. It is also about controlling or making sure things are going
according to plan,.... The organization in which this is all happening is made up of
people, not mechanical parts, so that relations between people, communicating and
maintaining commitment are all important" (Lawrence, 1986, p. 2).
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Many reasons explain why the term managementhas been defined or applied
differently. One such reason,and the most important, is the existenceof different
managementperspectives,which have beendevelopedat different times. Theseare
discussedin the next sections.
2.2.2. Management functions
Many scholars and managers have found that, the analysis of management is
facilitated by useful and clear organization of knowledge (Analoui and Karami,
2003; Mintzberg

et al, 1995;

Koontz and Weihrich, 1990; Kakabadse, 1988;

Drucker, 1974). Gullick and Urwick (1954) introduced the acronym POSDCRB to
denote the management functions; that is, planning, organising, staffing, directing,
co-ordinating, reporting and budgeting. Other writers such as Apply (1956) also
included planning, executing and controlling in their analysis of managerial work.

Prasad (1985), in his review of the writers on the functions of management,
summarised that Davies (1951) thought of planning, organising and controlling as
the functions of top management. Brech (1972), on the other hand, added
motivating to the functions of planning, organising, co-ordinating and controlling.
Breck's work can be compared with that of Koontz and O'Donnell's (1976), who in

addition to planning, organising, directing and staffing also treat evaluation and
representationas important managerialfunctions (Analoui 1997). It has also been
suggestedthat innovationandpresentationarealso importantmanagerialfunctions.
Drucker

(1974) adds even more functions to this list namely: motivation,
communication, measurement and the development of people, including the
managers themselves. The latter is an interesting addition particularly in the context
of the present study, since it highlights the fact that effective management not only
requires the development of people, but also the development of the managers' own
skills and performance.

A schematicmodel of managerialactivities hasbeenpresentedby Kakabadse,et al
(1988), in which a distinction is madebetweenthe 'people'and 'task'relatedaspects
of managerialwork (seeFigure2.1).
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Figure 2.1 Wheel of Managerial Function
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Source: Kakabadse et a1., (1988, p. 10), Working In Organizations, Penguin Books.

Planning defines where the organizationwantsto be in the future and how to get
there (Analoui and Karami, 2003; Kakabadseand Kakabadse,1998). Planning
means defining goals for future organizationalperformanceand deciding on the
tasks and use of resources needed to attain them.
Organizing typically follows planning and reflects how the organization tries to
accomplish the plan. Organizing involves the assignment of tasks, the grouping of
tasks into departments and the allocation of resources to departments (Koontz and
Weihrich, 1990).

Leading is the use of influence to motivate employeesto achieveorganizational
goals. Providing leadershipis becoming an increasingly important management
function. Leading means creatinga sharedculture and values,and communicating
goalsand mission to peoplethroughoutthe organization.In the faceof international
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competition and the growing diversity of the workforce,the ability to shareculture,
communicatemission and goals, and motivate employeesis critical to business
success.
Staffing involves filling and keeping filled, the positions within the
organization
structure. This is done by identifying work-force requirements; inventorying the
people available; and recruiting, selecting, placing, promoting, appraising, planning
the careers of, compensating, and training, and otherwise developing both
candidates and current job holders to accomplish their tasks effectively and
efficiently.

Controlling

means monitoring

people's activities at work. Thus, determining

whether the organization is on target towards its goals and making corrections as
necessary. Controlling

is the measuring and correcting of the activities of

subordinates to ensure that events conform to plan. It measuresperformance against
goals and plans, shows where negative deviations exist, and by putting in motion
actions to correct deviations, helps ensure the accomplishment of plans (Koontz and
Weihrich, 1990).

2.2.3. Management types
Managers use conceptual, human and technical skills to perform the management
functions in all organizations (Analoui and Karami, 2003; Analoui, 1999). As Daft
(2000), claims, the conceptual skills are concerned with the cognitive ability to see
the organization as a whole and the relationships among its parts. It involves the
manager's thinking, information processing and planning abilities. Human skills are
concerned with the managers' ability to work with and through other people, and to
work effectively as a group or team member (Analoui, 1998). These skills are
demonstrated in the way a manager relates to other people, including the ability to
motivate, facilitate, coordinate, lead, communicate and resolve conflicts. The
technical skills result in the understanding of and proficiency in performing specific
tasks (Analoui, 1990). All managerial jobs are not the same. Moreover, they are
performed in different contexts. Managers are responsible for different departments,
work at different levels in the hierarchy and meet different requirements for
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achieving high performance(Analoui, 1998; Koontz and Weihrich, 1990). An
important determinantof the managers'job is their level in the hierarchyin which
they perform.
Senior

managers and executives are naturally

responsible for

the entire

organization. They have such titles as president, chairperson, executive director,
chief executive officer (CEO), and executive vice-president (Analoui and Karami,
2003; Analoui, 1999). Top managers are responsible for setting organizational
goals, defining strategies for achieving them, monitoring and interpreting the
external environment, and making decisions that affect the entire organization.
Middle managers are responsible for business units and major departments (Analoui
and Karami, 2003). Examples of middle managers are department and division
heads, and those responsible for quality control. Middle managers are responsible
for implementing the overall strategies and policies defined by top team. Last but
not least, line managers are directly responnsible for production of goods and
services and are often the link between organization and its clients (Analoui and

Karami, 2003; Cooke, 1999).
In this research an attempt has been made to focus on the effectiveness of the senior
managers in the context of leadership of the large scale projects in the Muscat
Municipality, Oman. These organizational actors are charged with the responsibility
for the planning, implimentation and often maintainance of the project management.
In that sense, management is arguably charged with producing and maintaining a
degree of predictability and order, and management on the other hand is charged

with producing change.
As with management, the success of a leadership approach is determined by
comparing the results to the leadership agenda. A distinction should also be drawn
between managing a project and managing technology. By applying the appropriate
methodology, project managers are likely to deliver the solutions the clients (in the

caseof the presentstudy,the public or citizens) want.
There are two general methodologies; project management and development
methodologies. Successin project management is dependent upon where the project
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managementphilosophy is firmly entrenched.Project managementis the core
competency.The organization is focused on making projects succeedby paying
attention to the processes,infrastructure and the needsof the human resources.
Since the target respondentsof the presentstudy are involved to a lesseror greater
degreein managinglarge scaleprojects, it is prudentto discussproject andprogram
managementin somedetail.
2.2.3.1. Project management

Large-scaleimportant public sectorprojects, such as preparingthe Athens Olympic
Games,the launchof the new, large aircraft A380 Airbus and infrastructureprojects
such as the ChannelTunnel,are fundamentallydifferent to smaller,routine projects.
According to Miller and Lessard (2000), de Weck et al (2004), de Neufville and
Scholtes (2006), Loch et al (2006), researchhas shown that large-scaleprojects
differ on threeaccounts:
In addition to size, other important factorsneedto be considered;
1. Sensitivity to public pressure and political concerns at the municipal,
national, regional or internationallevel may induce idiosyncraticchangesin
national priorities. .
2. Uncertainty of varying sorts is likely to be encountered driven by factors
such as market fluctuation, technological change, and the organizational
complexity of the contractual relationship and special purpose consortia set

up to run the project; and
3. Impacts on the sponsoringorganization,which often has limited ability to
spreadrisk over many projects and thus the companyruns the risk of losing
its good reputation or even bankruptcy.

The criticality of large-scale project leadership is driven by, amongst other things,
the strategic planning of the project (Giacchino and Kakabadse, 2003; Analoui,
1993). One of the vital tasks of a leader is the strategic planning of projects. The
purpose of a strategic plan is to guide an organization intelligently into the future.
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New presentationformats are createdso that strategic plans include all relevant
information capturedin project plans, which include: quality analysis,clear goals
and objectives,pertinent implementationguidelines,focusedtasks,detailedrelevant
budgets,and specific personalassignments. Inclusion of such information makes
the strategicplan credible and actionable.
2.2.3.2. Program management
Program management involves the planning, executing and monitoring of multiple
inter-dependent projects designed to achieve an overall objective. Programs are
typically characterized as large-scale and complex. Program level change is most
often executed in phases (Kotter, 1995; Rosenau, 1992; Beer et al, 1990;).
Considering that there are many stakeholders and competing priorities, the initial
phases of program management consistently requires the cooperation of many
individuals (Giacchino and Kakabadse, 2003). A successful program launch
requires that the initial

phases be executed well.

The leadership element is

considered to be especially critical during this time (Giacchino and Kakabadse,
2003; Hacker and Washington, 2003). Further leadership responsibility is to set
new direction and new priorities, help people understand, meet their expectations
and motivate people to want to make `it' happen despite sacrifices and difficulties
(Drucker, 1992; Kotter, 1990). On this basis, scholars (Beer and Nohria 2000;
Kotter, 1995) claim that leadership is the critical and main ingredient in launching
and continuing with a successful program. Brill and Worth (1997) argue that it is
essential that the leader has the capability

to energize others and display

commitment to any new program in order to motivate and mobilize resources to
begin to move the organization towards a new way of accomplishing its work.
Without this drive, the program may sputter along, but ultimately fail (Brill and
Worth, 1997). In addition to energy and drive, a leader needs to wisely utilize the
discretion available to them (Kakabadse and Kakabadse, 1999) in order to adopt the
style(s) deemed appropriate to the circumstances and the direction chosen.

In order to better appreciatethe importance of the management,it is deemed
necessaryto considermanagementand leadershipin its developmentand historical
context. Whether the concernis with routine or projectised activities,the behaviour
of the managers/leaders- in this case their effectiveness- is predominantely
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influenced by the dominant managerial philosopy to
which the role holder either
explicitly or implicitly, and consciously and even unconsciously adhers (Kakabadse
and Kakabadse,1999; Analoui, 1993). The discussion in the next section is intended
to provide this understanding.

2.2.4. Development of managementthought
Different theorists have focused attention on different aspects of management
theory resulting in the evolution of a number of theoretical approaches. Koontz and
Weihrich (1990) describe this proliferation
of parallel theories as the `management
theory jungle'.

Systematic management theory seems to be relatively new, its

history short and spanning six to seven decades,
yet much has happened to highlight
its evolution. Management history moved
slowly prior to the nineteenth century, but
has developed rapidly since then (Mullins, 1995; Stoner
et at., 1995; Appleby, 1994;
McFarland, 1974). The early approaches to management theory included:

i) Scientific Management(1910-1950s);
ii) Human RelationsMovement(1940s-1950s);and
iii) Behavioural Management Science (Systems) (1950).

In recent times approaches such as the Systems Theory, the `Contingency' and the
`Dynamic Engagement' approaches have emerged. Each milestone in the evolution
of management thought is marked by a new or different set of assumptions about
the nature of work, organization, people, clients and other concepts such as
motivation, rewards and the like (Analoui, 1993; 1998). Even though the various
schools of thought overlap, each perspective provides a basis for the development of
the next and the changing ways, which have been used to deal with people as
resources in organizations (Analoui, 1998; Mullins, 1995; Stoner at al, 1995; Cole,
1993; McFarland, 1974). What follows is an attempt to illustrate the developmental
aspect of management with functional roles to leadership and its effectiveness.

2.2.4.1.Traditional schoolof thought
The Classicalor traditional school of thought in managementis associatedwith
writers like Taylor (1947), Fayol (1914-1941)and Mooney (1947). The Classical
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theorists thought of the organization in terms of its purposes and formal structure
(Mullins, 1995) and viewed organizations as hard, easily definable entities, which
were mechanically structural and were operating based on scientific laws and
general principles (Blau and Scott, 1966). The classical writers, also known
variously

as `structural',

`formal'

or

`scientific'

management writers

were
increasing
concerned with
the organization structure as a means of increasing
efficiency of labor. They emphasised planning of work, technical requirement of the
organization, principles of management, and the assumption of rational and logical
behaviour. The employees were considered to be components of a mechanical
structure and were even described as the `cogs' of a machine that were expected to
behave in an orderly fashion in a predictable environment. (Analoui, 1998;
Salaman, 1992; Lawrence, 1986). The Classical approach to management has two
major sub-groupings: i) Scientific Management and ii) Classical Management
(Bureaucracy) (Analoui, 1998; Mullins, 1995).

2.2.4.1.1. Scientific management
The proponents of the Scientific Management approach included Taylor, Gilbreth,
and Garitt. Among these, Taylor was the most popular as his name has become
synonymous with

the term `scientific

management' (Analoui,

1998) and is

commonly referred to as the father of scientific management. Most of the scientific
management theorists were practising managers with shrewd insight and practical
abilities. They have been described as men of their times, active participants in the
great industrialization process, contributing to the growth of large-scale, urbanized
industry accompanied by mushrooming technological development by McFarland
(1974), who analyzed their experiences and wrote about them for the benefit of
others. These theorists, who are also referred to as `human engineers', sought the
`one best way' of performing a task, selecting, training, and motivating workers
scientifically (Stoner et al, 1995; Bedeian, 1993).

They were particularly concernedwith two issues:"i) Increasingthe productivity of
individuals performing work; and, ii) increasing the productivity of the
organizationswithin which work is performed" (Daft, 1998,p. 6). Their emphasis
on rational analysisand the application of scientific rigor to facts and information
about productivity led to the term `Scientific Management' to describe their
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approachto management.The human engineersbelieved in the rational-economic
needsconcept of motivation and believed that if managementput their ideas into
action, work will be more satisfying and good for all concerned(Mullins, 1995).
They provided a set of principles that would lead to improved management-labor
relations, and to improved industrial efficiency and prosperity. Taylor and his
followers regardedworkers as rational and economicbeingsmotivatedby monetary
incentiveslinked to the level of work output.
The Scientific Managers have been accused of reducing the role of the worker as a
result of the loss of their decision making at work, and the high level of control and
planning exercised by management; reducing the ability of the employees to bargain
about their wages and ignoring the human element in the organization (Bedeian,
1993; Cole, 1993). For example, Taylor has been criticised for basing his diagnosis
of the industrial situation on the simple theme of inefficiency (Rose, 1978).
McFarland has summed up the criticisms against scientific management approach
as:

"The principles that the scientific managementmovement set forth were not
rigorously scientific, however, and they did not standthe test of time. They did not
add up to a consistent, complete body of theory. They reflected the observer's
empirical observations and built upon truly scientific researchand evidence"
(McFarland, 1974,p. 17).
Despite the criticisms levelled against the scientific management approach, it has
been a powerful and influential philosophy throughout the world, especially within
the third world countries and those who believe in centralisation of planning,
decision-making and power within the organization. It has left to modem

managementthe legacyof such practicesas work-study, organizationand methods,
payment by results, managementby exception and production control (Analoui,
1998; Mullins, 1995;Cole, 1994; McFarland, 1974;Etzioni, 1964;Emerson,1962;
Fayol, 1916). The criticisms against the scientific management theorists are based
on a misunderstanding of the precepts as many of their ideas are accepted by present
day managers (Mullins, 1995; Wren, 1979; Drucker, 1974). For example, Drucker
writes:
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"Frederick Winslow Taylor may prove a more useful prophetfor our times than we
yet recognised ... Taylor's greatest impact may still be ahead ... the underdevelopedand developing countries are now reaching the state where they need
Taylor and `scientific management'....But the needto studyTaylor anew and apply
him may be the greatestin the developedcountries" (Drucker, 1974, pp. 23-27).
One of the most influential writers of classical management perspective, after
Taylor, is Fayol (1916), who was regarded as the father of administrative
management (Mintzberg,

1973). His chief concern was to raise the status of
management practice by supplying a framework for analysis in the form of
management functions and principles of managing organizations. He believed that a
number of principles of management exist and he listed 14 principles in his famous
book `General and Industrial Management' (Daft, 1998). To him, these principles
were not absolute but capable of adaptation according to needs. Fayol (1926) also
identified five basic functions of management, which still underlie much of the
general approach to today's management theory as: planning,

organizing,

commanding, co-ordinating and controlling (Daft, 1998; Cole, 1996; 1994).

The classical management theorists contributed a great deal to modern day
management studies. For example, some of their principles of management are still
relevant. Today, almost every management book refers to the five basic
management functions introduced by Fayol (Mintzberg, 1973). Gulick's acronym
POSDCORB (Planning, Organising, Stalling, Directing, Coordinating, Reporting
and Budgeting), used to describe the work of the chief executive, continues to
dominate the writings on managerial work to the present day (1954).

With their belief in the planning of work, technical requirement of the organization,
principles of management, and the assumption of rational and logical behaviour,
and the establishment of principles and planning the work for the worker, the
classical management writers placed emphasis on tasks and the task related aspects
of the organization. They therefore treated people in the organization were treated
like components of a mechanical structure and were even described as the `cogs' of
a machine that were expected to behave in an orderly fashion in a predictable
environment

(Analoui,

1998; Salaman, 1992; Lawrence, 1986). They were
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concerned with efficiency and technical behavioursof the worker and hardly
consideredthe developmentof the organizationand the individual employeeswithin
the organization(Analoui, 1998).Performanceappraisalat this stagewas usedas a
tool to motivate the rational and economic workers to improve productivity.
Performanceappraisalwas thereforepurely evaluativeandjudgmentalto determine
how much an employeewas to be paid to be motivatedto increaseproduction at a
minimum

cost.

2.2.4.2. Human relations movement
The Human Relations Movement grew out of Scientific Management with industrial
psychologists attempting to fill in the gaps in knowledge about business
organizations and it became popular in the 1940s and the early 1950s (Analoui,
1998; McFarland, 1974). The proponents, who included Mayo (1945) and
Roethlisberger (1939), believed that the early theorists had overlooked the social
factor in the workplace. They accepted the central goal of the efficiency of scientific
management but focused on individuals and small-group processes rather than on
the large organization. They stressed issues such as communication, leadership and
interpersonal relations, particularly between employees and their bosses. The
Human Relations scholars were interested in determining whether people at work
were operating at their full capacity; and how far their performance was affected by
factors such as temperature, lighting, humidity and noise in the workshop (Analoui,
1998). They attempted to find ways of improving the quality of life in work
organizations as they believed that it could increase the job satisfaction and

productivity of employees(Hackmanand Suttle, 1977).
The turning point of the Human Relations Movement came with the Hawthorne
studies undertakenby Mayo (1945) and his colleaguesat the Western Electric
Companyin America. The Hawthorn studiesdemonstratedthat "variables such as
illumination and humidity cannot be treated separatelyfrom the meaning which
individuals assignto them, their attitudes to them and pre-occupationwith them"
(Analoui, 1998,p. 8). After a seriesof experiments,the researcherscould not agree
on the factors that contributed to the increasein output over the period. They
however,among otherthings, cameto the following conclusions:
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i) Money was not the causeof the increasein output (Roethlisbergeret al., 1939).
However, recent studieshave shownthat money was a major factor for the increase
in output (Parson, 1974). It has been demonstratedthat becoming a part of the
experiment led to an increasein the salary of the employeeand this made many
employeesvolunteer to join the experiment.
ii) Man is a social animal - at work as well as outsideit - and that membershipof a
group is important to individuals (Cole, 1994).
iii) People go to work to satisfy a complexity of needs (Daft, 1998); and.

iv) Management,supervisionand attentioninfluence productivity and effectiveness.
From these and other conclusions, the human relation theorists emphasised the
importance of the wider social needs of individuals. They therefore gave recognition
to the work organization as a social organization and the importance of group, and
individual values and norms, in influencing individual behaviour at work. Unlike
the scientific managers who were concerned with `organization without people', the
human relations theorists were concerned with `people without organization' (Daft,

1998,1995; Cole, 1994;McFarland, 1974).
Most of the criticisms against the human relations theorists have been about the way
the Hawthorne studies have been interpreted (Cole, 1994). It is argued that Mayo's
(1945) use of the studies was biased towards his own interpretations of what was
happening. The researchers have also been criticised on methodological grounds in
that the study was insufficiently scientific and took too narrow a view, which denied
the role of the organization itself in how society operates (Mullins, 1995; Cole,
1994; Silverman, 1970). Concluding his work on the human relations theorists,

McFarlandsaid:
"Like the scientific management efforts, research in human relations focused on the
lower levels of organizations rather than on the middle and upper groups, so it
lacked the comprehensive scope that the development of theory demands... the
human relations movement accepted many of the assumptions of the scientific
management thinkers, and it did not achieve major breakthroughs in management

theory" (McFarland, 1974,p. 17).
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Despite these criticisms, the Human Relations Movement has made significant
contributionsto the developmentof managementthought and our understandingof
today's managementstudies.The HumanRelationsMovement generatednew ideas
concerning the importance of communications, output restrictions, motivation and
job design. They recognised the importance of informal groups within the formal
structure. Their emphasis on people as the most crucial factor in determining
organizational effectiveness still persists today (Daft 1998; Mullins, 1995; Cole,
1994,1993; Bedeian 1993; McFarland, 1974). The Human Relations Movements'
studies, especially the Hawthorne studies, gave impetus to today's personnel
management and the use of counselling interviews, and highlighted the need for
management to listen to the feelings and problems of workers (Daft, 1998; Mullins,
1995).

Like the classical management writers, assessmentof the performance of staff had
evaluative motive. Even though the concerns of staff were considered, the objective
of the assessment was not to ensure the development of the individual employees
but how to improve the conditions in the organization in order to ensure increased
productivity.

2.2.4.3. Behavioural science approach
The Behavioural Science Approach applied social science in an organizational
context, drawing from economics, psychology, sociology and other disciplines Daft
(1998). The behavioural science approach is defined as the study of observable and
verifiable human behaviour in organizations, using scientific procedures. It is
largely inductive and problem centred, focusing on the issues of human behaviour
and drawing from the relevant literature, especially in psychology, sociology and

anthropology(Daft, 1998).
The Behaviour Scientistsbelievedthat eventhough a managermust plan, organise,
lead, and control staff and work, managementmust not be understoodsolely in
theseterms as it leadsonly to the descriptionsof what they do and not analysisand
understandingof what they do. They believethat both the economicand the social
man modelsareoversimplification.
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Critics of the Behavioural Science Approach believe that managers find it difficult
to implement the findings of the approach due to the complex nature of some of
their findings. They argue that some of the concepts of the approach run counter to
common sense thus inviting
behaviour

managers to reject such findings. However, the

scientists have made significant

contributions

to

improve

our

understanding of and practical applications for organizational processes such as
motivation,

communication, leadership and group processes. They have also

encouraged managers to regard members of the organization as full human beings
and not tools (Analoui, 1998; Lawrence, 1986).

Another contributor to the Human Relations Approach is McGregor (1960) who
challenged both the classical perspective and early human relations assumptions
about human behaviour. He feels that the classical perspective has wrong
assumptions about human behaviour while the human relations ideas about human
behaviour do not go far enough. To him, the style of management adopted is a
function of the manager's attitudes towards people and his assumptions about
human nature and behaviour (Dafft, 1998). He therefore proposed theories X and Y
as sets of assumptions made by managers about the behaviour of their employees
(Daft, 1998; Cole, 1994). According to McGregor, the classical management
perspective is based on assumptions of Theory X about the worker, which believes
that the average human being has an inherent dislike for work and will avoid
working

if

that is possible. The worker

lacks ambition, wishes to avoid

responsibility and rather wants to be directed. To get the workers to give of their
best, management must coerce, control, direct and even threaten them with
punishment.

McGregor sees Theory Y as going beyond the early assumptions of the human
relations approach about human behaviour and has positive attitude towards the
worker. The average worker does not have an inherent dislike for work; does not
need external controls and threats of punishment to work towards the achievement
of organizational goals. Workers will exercise self-direction and self control to
achieve the objective to which they are committed. Under proper conditions,
workers will not only accept responsibilities but will seek them. Management must
therefore create the enabling environment for workers to exercise their imagination,
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ingenuity and creativity in achieving organizationalgoals or effectivenesssince this
is widely distributed in the population.Managementmustalso takeadvantageof the
intellectual potentialities of the workers as this is only partially utilized under the
conditions of modern industrial life (Mullins, 2005; Daft, 1998; Cole, 1994;
McGregor, 1960).
Depending on the inclination of the manager therefore, staff assessmentmay be
used as a diagnostic or a developmental tool to ensure the improved productivity of
staff and organizational development. The manager, who believes in the
assumptions of Theory X, uses staff assessmentto coerce, control, direct or threaten
staff to improve performance. Performance appraisal, in this way, is seen as a
diagnostic tool for determining whether or not the individual employees is to be
retained in the organization or to be dismissed, and if the individual workers are to
be maintained, how much should their salaries be increased or decreased to enable
them give their best or ensure improved productivity.

Staff assessment will

therefore be judgmental and evaluative in purpose. On the other hand, a manager
who believes in the assumptions of Theory Y sees the individual employees as
advantage. Employees are regarded as
individuals with imagination, ingenuity and creative abilities that could be used in
achieving organizational goals or effectiveness. Performance appraisal is used to
assets and a source of competitive

create suitable conditions for the organization to benefit from the intellectual
potentialities of the workers. Performance appraisal therefore becomes a
developmental tool for the effective development of the individual employees and
the organization.

2.2.4.4.Contemporarymanagementapproaches
As stated earlier, neither of the management perspectives replaced an earlier
perspective nor did any cease to exist after the introduction of a new perspective.
All the various perspectives are still in use in different shapes and forms. The most
prevalent is the Human Resource Perspective. This has also been undergoing some
changes in recent times (Daft, 1998). There have been some extensions of the
Human Resource Perspective and two such extensions are the Systems Theory and
the Contingency Theory.
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2.2.4.4.1.The systemtheory
The SystemsTheory is a way of thinking about managementproblems.It attempts
to reconcile the assumptionsof the Classicaland the Human Relationsapproaches
and to unify many fields of knowledge such as physics, biology, social sciences
(Analoui, 1998).It focuseson the total work organizationandthe interrelationships
of structure and behaviour, and the range of variables within the organization
(Johnson and Scholes, 2007; von Bertalanfly, 1950). The Systems approach is
premised on the assumption that organizations have similar characteristics to other
living organisms (Hanna, 1997) and views the organization as a complex system
made up of subsystems with a single objective.
As a system, the organization functions by acquiring various inputs from its external
environment, transforming them as output and discharging the output into the
environment (Terry and Franklin, 1982; Terry, 1977; Miller and Rice, 1967; Trist,
1963). All the elements must receive sufficient and appropriate inputs in order to
provide sufficient output (Kakabadse et.al, 1987; Stewarts, 1982). Similarly, in
order to attain cost-effectiveness and survive, the system needs to be opened both
internally and externally and interact with its environment by changing its structure
and internal processes. The view that the organization is made up of interdependent
parts and that a change in one part affects the other suggests that in solving
problems within the organization, managers must view the organization as a
dynamic whole and attempt to anticipate both the intended and unintended effects of
their actions on other parts of the system. The managers therefore need to employ
their management functions of planning, organizing and controlling effectively.
From the Systems Theory point of view the effectiveness of senior managers and
the leadership of the organsiation will be largely determined by the factors which
may or may not be in their control. The ever changing environment will have
especial relevance for their effectiveness and the way they approach their tasks
strategically (Analoui, 2007; Martinez and Martineau, 2001). Research has shown
that senior managers who show awareness of the open system in which they
perform are likely to be more effective that those who don't (Analoui, 1999).
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2.2.4.4.2.The contingencyapproach
Contributors to the Contingency Approach include Burns and Stalker (1961);
Woodward (1965); Lawrence and Lorsch (1967) and Pugh and Hickson (1976). The
term

`Contingency

Approach'

was suggested by two American academics,

Lawrence and Lorsch (1967). In using the term, the authors state that evidence
suggests that variables in organizations are so volatile that only a `Contingency
Approach' can prove practicable. The Contingency Approach is not in opposition to
the earlier approaches, it however adopts them as part of a `mix' which could be
applied to an organization in a particular set of situations (Cole, 1994). It does not
seek to produce universal prescriptions or principles of behaviour. It, however, deals
in relativities and
not absolutes. It is therefore a situational approach to management
(Mullins, 2005; Daft, 1998; Cole, 1994). The Contingency Approach postulates that
the successful resolution of organizational problems depends on the ability of a
manager to identify the key variables in the situations at hand. Researches,so far,
have demonstrated that there is no `one best way' of designing organizations to
meet their current needs as suggested by the scientific managers (Lawrence and
Lorsch, 1967; Woodward, 1965; Burns and Stalkers, 1961).
The Contingency Approach was developed originally in sociology under the name
Structural Functionalism (Armstrong, 1996; Gluckman, 1964). In its crude,
deterministic form, it implies that the internal structure and its system are a direct
function of the environment. The approach highlights possible means of
differentiating between alternative forms of organization structures and systems of
management. It proposes the view that there is `no optimum state' (Mullins, 2005).
For example, the structure of the organization and it's `success' are dependent upon
the nature of tasks with which it is designed to deal and the nature of the
environmental influence. The most appropriate structure and system of management
therefore, will depend on the contingencies of the situation for each particular
organization. Even though the works of the proponents of the Contingency
Approach have been criticised as being based on a very small sample, relying on
rather subjective information and employing unreliable measures, "they represent a
most important step forward in the search for a theory of organizations that could
take account of the variables affecting the structure of successful organizations"
(Cole, 1994, p. 80).
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2.2.4.5 Modem approachesto managementtheory
There are a number of key issues facing modem organizations today and
management theorists, by their work, are helping practising managers to deal with
such issues. The search for better and more effective and efficient ways of providing
goods and services as well as the desire to understand the external world of the
organization and learning how to cope with the changes in the environment are now
stronger than before (Cole, 1994). In addition, the appreciation of the importance of
human skills, ingenuity and motivation has grown with the arrival of new
technologies. These, in addition to the expanding economic activities throughout the
globe, have raised some management issues. Cole (2000) has listed about fourteen
key management issues that have been identified by modem exponents of
management theory. He has however argued that these issues need not be
considered in isolation as they are interrelated in a way. For example, the mission or
goals of the organization will influence the kind of organizational structure it should
develop.

Modern managementtheoristscanbe groupedinto two:
i) Thosewho study organizationsand reflect on the work andinsights of otherswith
the view to producing new ways of seeing and acting on problemsthey might be
facing (theorists),and,
ii) Those who have to meet the real challenges of managing their organizations and
therefore look up to the `experts' for help and advise (Practitioners). Most of the
theorists are academics with a strong research background while most of the
practitioners are practising management consultants, some of whom hold positions
in American and British universities.

2.2.4.5.1.Changingparadigmof management
The world of organizationsand managementis also changing(Analoui and Karami,
2003; Kakabadseand Kakabadse,2000; Dimmock, 1999;Stoneret al, 1995).Rapid
environmental changes are the cause of fundamental transformationswith a
dramatic impact on the managers'job. These transformations in turn, representa
shift from a traditional to a new paradigm of management(see Table 2.1). A
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paradigm is a shared mind-set that represents a fundamental way of thinking about,
perceiving and understanding the world (Analoui and Karami, 2003). Traditionally,
the whole organization has been coordinated and controlled through the vertical
hierarchy, with decision making authority residing with upper-level managers.
Within the new paradigm, the primary responsibility of managers is not solely
defined as making decisions, but rather to create learning capability throughout the
organization (Jordan and Jones, 1997).

In the learning organization, top managers are leaders who play a special role in
forming the organsiation, with their vision for the future that is widely understood
and imprinted throughout the organization. It has been commented that ' learning
organsiations are capable of learning, and not only learning but also disseminating
and applying the learning individually

and collectively'

(Analoui, 2007, p. 304).

Employees are empowered to identify and solve problems becausethey understand
the vision and long-term goals of the organization (Pfeffer, 1995). The most striking
change now affecting organizations and management is globalization. Taking a
global view of the world has become a neccessity for virtually every company and
manager (Chimerine, 1997; Kakabadse et al, 1996).

Table 2.1 The changing paradigm of management
Old paradigm
(Vertical organization)
Forces on organizations
" Markets
" Workforce
" Technology
" Values

Local, Domestic
Homogeneous
Mechanical
Stability, Efficiency

New paradigm
(Learning organization)

Global
Diverse
Electronic
Change, Chaos

Management competencies
"
"
"
"

Focus
Leadership
Doing work
Relationship

Profit
Autocratic
By individuals
Conflict, Competition

Customers, Employees
Dispersed, Empowering
By teams

Collaboration
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Global competition has also triggered a need for

new managementapproachesthat
emphasizethe empowermentof workers and involvement of employees.Today
senior managers,whether in the private or public sectors,haveto understandcrosscultural patternsand often work with team membersfrom many different countries.
Diversity of the workforce has become a fact
and a necessity of life for all
organizations, even those that do not operate globally (Analoui, 2007; Schluer,
1992).

Another significant shift in management paradigm is that, technology is electonic
rather than mechanical. Information technology facilitates new ways of working,
such as virtual teams and telecommunicating, that challenge traditional methods of
management and control (Analoui and Karami, 2003). In the face of these rapid
transformations, organizations are learning to value change over stability. The
fundamental paradigm during much of the twentieth centure was a belief that things
can be stable and efficient. In contrast, the new paradigm is based on the presence
of change and chaos as the natural order of things (Tetenbaum, 1998). The change
to the new paradigm of management means that managers now must rethink their
approach to organizing, directing and motivating workers (Analoui and Karami,
2003).

2.2.5. What do managersdo?
A main difficulty in describing the managerial job is that there is no certain
definition of what managers actually do. Leavy (1996) points out that, `managersdo
many different things, but there are three things they must do well. They must: (1)
think about the purpose of the organization and the direction in which it should be
going; (2) foster, promote and manage change; and (3) conduct operations in an
effective and efficient manner'. These activities are important. But how do

managersaccomplish these demandingtasks?Although late in coming, attempts
have been made to study managersand thereby gain insights into what managers
actually do and how the managerialtasks are actually achieved.One of the most
comprehensivesummariesof thesefinding is that of Hales (1986). In this review,
severalof the issuesthat seemto be avoidedby other writers havebeencovered.
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That is, to what extent doeswhat managersdo match what managersought to do in
order to maximise organizational performance? Hales' study was particularly
comprehensivebecausean attempt was made not just to look at the activities
managersperform but to "shed light on five major areas aboutmanagerialwork"
...
(Hales, 1986,p. 90). Theseareasare:
"

The elementsof managerialwork (what managersdo)

"

The distribution of a manager's time between work elements (how managers
work)

"

Theinteractionsof managers(with whom managerswork)

"

The informal elements of managerial work (what else managers do)

"

The themesthat pervademanagerialwork (the qualities or characteristicsof
managerialwork)

After reviewing many studies on the subject, the following "body of fact" was said
to exist. First, management work combines managerial elements with specialty and
professional elements. Managers almost always perform some non-managerial
functions in the course of doing their jobs. Second, the substantive elements of
management work entail providing connections, managing human behaviour, and
assuming responsibility for getting work done. Next, the nature of a manager's work
varies by duration, time span and unexpectedness. It is difficult, perhaps impossible,
to predict the variety of a manager's work during a specified period. Managers
spend a great deal of time with every-day troubleshooting and solving ad hoc

problems.
Hargie, et al., (2004) pointed out that,
"Communication
organizational

skills and patterns for effective management are central to

life,

and that ineffective

communication

leads literally

to

disorganization. It is for this reason that `Organizational communication is one of

the fastestgrowing areasof academicstudy" (2004,p. 33).
The communication patterns managers employ vary according to what the
communicationis about and with whom it is taking place. Managersdo a lot of
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persuading and engaging in brief face-to-face communicationencounters.As a
result, there is little time to spendon any particular activity or in the formulation of
systematic plans. A great deal of the manager's time is spent accounting for and
explaining what they want, and engaging in informal `politicking' and in conflict
resolution. It was also noted that managers are able to exercise considerable choice
in terms of what they do and how they do it. Analoui, in his study of managerial
effectiveness emphasies that managers, as leaders should be placed in the centre of
analysis simply because organization effectiveness is, by and large, determined by
their effectiveness. He goes on to say, whatever managers do is influenced by their
effectiveness at work (Analoui, 2002). These generalisations summarise much of
the research on managerial behaviour and work (Duncan, 1999, p. 28). However,
other writers have suggested different ways of looking at what managers do

(Mintzberg, 1973).

2.2.6. Managerial roles
One of the most famous studies of managers was conducted by the management
scholar Mintzberg (1980), who followed several managers around for one week
each and recorded everything that they did (Mintzberg 1980). Although Mintzberg
used an extremely small sample, his view of the manager's job has been quoted
often in the management literature. In documenting their activities, Mintzberg
reached some interesting conclusions about the manager's work methods and about
several major roles that managers play. Mintzberg viewed the manager's job as a
series of roles assumed throughout the process of achieving organizational goals
(Mintzberg, 1980). In presenting his argument, three major categories of roles were
identified. Each had a series of subcategories. The three main categories were
interpersonal, informational, and decisional roles.

2.2.6.1.The interpersonalroles
The interpersonal roles, as the name implies, involved the manager in developing
relationships with other people and groups. This category of roles directly
influences the status and the authority of the manager. Frequently managers are
On
called on to perform as figureheads and to render ceremonial and symbolic acts.
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a 5-day trip to India and South Africa, for example, Microsoft's Bill Gatesspent
much of his 16-hourdaysholding pressinterviews,submitting to photo sessionsand
making speeches.Managers,in their interpersonalrelations, are also expectedto
function as leadersand to motivate othersas well as providing for effective staffing
and training activities (Schlegelmilchet a1,1987).
2.2.6.2. The informational roles of managers
The informational roles of managers involve receiving and transmitting information.
Sometimes the manager is seen as the monitor or nerve centre of information flow
in the organization. In this role the manager is a dispatcher, routing information to
different internal and external groups. Sometimes the role is more that of the
disseminator of information. Once the manager receives the information, it must be
selectively shared with people in the organization, and choices must be made about
who will benefit from the sharing of information most directly. Grove (1985)
provides a diary of `a day in his life' as the chief executive of Intel. One 2-hour
block of time in Grove's day was spent lecturing on the employee orientation
program. This program was designed to afford senior managers an opportunity to
provide new professional employees with information on company objectives,
history and expectations. Information is disseminated in this way to a select group
of employees (Duncan, 1999, p. 29).

2.2.6.3.Decisionalroles
Mintzberg's final category is that of decisional roles. These roles are diverse and far
ranging. They can include everything from

scheduling one's own time to
negotiating with the labor union. When the manager acts as an entrepreneur, he/she
searches the environment for new and challenging opportunities. The
entrepreneurial role involves taking the risks necessary to succeed in a competitive
industry. The role of disturbance handler is assumed as the manager attempts to
correct or fine-tune the organization's progress toward goals when things knock the
operations off course. Frequently managers are expected to function as resource
allocator and make decisions concerning whether or not to commit organizational
resources to alternative uses. In one case, Grove (1985) made a decision not to grant
a manager a pay increase that would have placed him outside the normal salary
range for such a job. This was a resource-allocating decision. Finally, managers
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assumethe role of negotiator when they bargain with employees,their bosses,or
outsidegroupssuchas the labor union.
According to Leavy (1996), he argued that the work of managers is much less
structured than visualized by Henry Fayol. He states that managers do many
different things, but there are three things they must do
well. They must: (1) think
about the purpose of the organization and the direction in which it should be going;
(2) promote, foster and manage change; and (3) conduct operations in an effective
and efficient manner.
These activities are important. But how do managers accomplish these demanding
tasks? In this respect, the main questions gain insight into what managers actually
do and how the managerial tasks are actually achieved. One can come to a `body of
facts' by reviewing the literature related to managerial effectiveness (Analoui,
2007,2002,1999).

Analoui and Karami (2003) have pointed out that while the categories of skills,
namely task and people, are essential for the increased effectiveness of the senior
managers, there are also other skills which have been largely overlooked mainly
because managers have been perceived and distinguished as being passive rather
than capable of recognising their own need for self-development. This is partly seen
as an unintended consequence of adopting a prescriptive rather than descriptive
approach towards the study and explanation of managerial behaviour, and their
notion of their job (Analoui, 1999,1993).
It is generally agreed that the classical definition of a manager's job in terms of a set
of functions is a suitable way of viewing managerial work. However, its main
shortcoming is that it does not identify the various skills and knowledge that are
required to perform these functions effectively. Several researches have therefore
considered this matter and have produced empirical evidence on the subject of the
complexity and diversity of the managerial job. The next part of this review will
focus on these academic works.
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2.2.7. Leaders as strategists
It is now appropriate to consider who has the responsibility for making strategic
decisions and strategic management (Kakabadse and Kakabadse, 2001). Strategic
management is meant to be useful for managers and tends to see organizations from
the top downward, from the manager's point of view (see Figure 2.2). Goldsmith
(1995) argued that strategic management's main teachings are:

First: look to the future. Know what markets you are in and want to be in.
Second, pay ongoing attention to external factors
- technological, economic,
political and social factors.
Third, establish and keep a match among those external factors and internal
organizational variables.

Fourth, strategicmanagementis interactive(Bowmanand Kakabadse,1997).
It is not something that can be done at the front end of an operation and then
dropped; it entails feedback and learning (Goldsmith, 1995). These teachings may
seem like common sense, but that does not make them easier to follow. Because
managing strategy is a process, not an event, it demands action and follow up.
Determined strategic managers are always trying to build on the organization's
strength and capitalize on favorable circumstances, minimizing weaknesses and
overcoming threats to the organization (Kakabadse et al, 1996; Goldsmith, 1995).

Figure 2.2 Strategic leadership

Managing Change
StrategicVision

Pragmatism
Strategic

Governanceand
Management

Structureand
Policies

Leadership

Communication
Network

Culture

Source: Thompson (1995, p. 93) Strategy in Action, London: L Chapman & Hall.
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Wheelen and Hunger (1998) proposed that a corporation is a mechanism established
to allow different parties to contribute capital, expertise and labor, for their mutual
benefit. The investors/shareholders participate in the profit
of the enterprise without

taking responsibility for the operations.
Managers run the company without being responsible for personally providing the
funds. To make this possible laws have been passed so that shareholders have
limited liability, and correspondingly, limited involvement in a corporation's
activities. That involvement does include, however, the right to elect directors who
have a legal duty to represent the shareholders and protect their interests. Therefore
the managing strategy is the duty of strategic managers in the organization.
The term Strategic Manager is being used to describe the chairperson, chief
executive or managing director who is clearly responsible for the strategic decisions
and changes. The strategic leader (manager) can be a single person or a team of
executives, and he/she/they are responsible for the board of directors, and through
the board, to the stakeholders of the business (Analoui, 1990; Barney, 1986).

An effective strategic leader ensures the organization has a strategic vision and a
structure which allows successful implementation. Clearly, in the case of the
Muscat Municipality,
the implementation

the respondents are just that - strategic leaders charged with
of large scale projects as well as other daily functional

leadership duties. It is therefore imperative to
explore the degree of their

effectivenessand how it can be further increased(Analoui, 2007).
Pragmatism is the ability to make things happen and bring positive results. It is
posible for pragmatic leaders to be highly effective as long as they ensure the
organization

has a clear and appropriate purpose and direction. Corporate

governance relates to the location of power and responsibility at the head of the
organization. So it is vital that the strategic leader ensures that there is a strong,

competent and balanced executive team at the head of the organization.
Additionally,

it is important that the leader ensures coordination between other
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strategic leadershipfactors, such as structure,the communicationnetwork, culture
and managingchangein the organization.

2.3. Leadership

Research in the field of leadership has produced many schools of thought, one of
which is the personality traits which, according to some scholars, can affect the
delivery of large projects (Robinson et al, 2005). The Traits theory is based on the
premise that effective leaders are `born and not made' (Robinson et al, 2005).
Certain identifiable traits have been associated with effective leadership, such as
honesty, intelligence, confidence, emotional maturity and ambition. Additionally,
developments in emotional intelligence (EI), defined as the ability to be aware and
manage emotions in different circumstances, has given support to trait oriented
Further, charisma, that `unique and almost undefinable quality' (Robbins
et al, 2001, p. 406), has also been considered as a personality trait. Thus, one view
thinking.

of leadership is that the behavior adopted is consistent with a leader's personality
(Analoui, 1993).

An alternative perspective centers on the culture(s) within organizations, a concept
that became more popular in the 1980s with the works of Peters and Waterman
(1982). On the theme of organizational excellence, Peters and Waterman (1982)
argued that a direct link exists between organizational culture, organizational
performance and leadership. From such leads, some studies have tried to identify
the relationship between specific leadership characteristics and organizational
effectiveness outcomes. Several studies (Denison et al, 1995; Quinn and
Rohrbaugh, 1983) have adopted the `competing values framework', so named
because the two axes of the model are contradictory to each other. The horizontal
axis is a continuum along the dimension of flexibility vs. control. The vertical axis
is a continuum concerned with having an internal focus vs. an external focus. Both
axes represent competing values for the organization and the leader. Recognizing
the contrasts, the competing values framework has been adopted to better
understand the relationship between leadership effect and organizational outcomes
(Denison et al, 1995; Quinn and Rohrbaugh, 1983).

52

Adopting the competing values framework, Quinn et al (1996) identify 8 separate
leadership roles, namely broker, coordinator, director, facilitator, innovator, mentor,
monitor and producer that a leader can call upon in order to effectively meet the
challenges of the situation. Along similar lines, Hacker and Washington (2003)
found that three leadership roles, namely broker, coordinator and innovator, can
alternately influence the success of a project. Each role has its associated distinct
competencies and skills (Kotter, 1995). For example, brokers are `politically astute'
(Quinn et al, 1996), innovators are `creative, clever dreamers who see the future,
envision innovation, package that in inviting ways, and convince others that they are
necessary and desirable' (Quinn et al, 1996); coordinators are skilled to ensure the
project is managed systematically across functions. The study concluded that the

strengthsand weaknessesin eachrole impact on the leader'sability to successfully
drive throughmajor projects (Quinn et al, 1996).
According to the skill set and role flexibility of the leader, Hacker and Washington
(2003) argue that an inability to convince people of the need for change, or to
mobilize resources, and coordinate effort is likely to lead to failing large-scale
change programs. As with program and project management, poor leadership is a
major reason why organizational change efforts fail (Hacker and Washington, 2003;
Kotter, 1995). Hacker and Washington (2003) argue that by providing leaders with
the necessary, high quality skills and through enhancing their understanding of their
skill level requirements, the likelihood of poor project start-up and consequent
failure, substantially decreases.
Other scholars (Stewart and Manz, 1999; Bass, 1990) have taken a different tack,
focusing on the leadership contribution of teams. For example, in defining effective
leadership Bass (1990) suggeststhat effective leadership is the following;

"

The focus of groupprocesses

"A

matter of personality

"A

matterof inducing compliance

"

Theexerciseof influence
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"

Limited to discretionaryinfluence

"

An act or behavior

"A

form of persuasion

"A

power relationship;

"

An instrument of goal achievement

"

An emergingeffect of interaction

"

The initiation of structure

"A

combination of elements

In growing high performing teams, some argue that there is the need for clarity of
each team member's role.

Tasks should be defined and balanced according to

workload demand (Stewart and Manz, 1999). In keeping with this line of thinking,
Stewart and Manz (1999) provide a typology of a leader's effect on teams in terms
of Over Powering Leadership, Powerless Leadership, Power Building Leadership
and Empowered Leadership. Along the same lines, Robbins et al (2001, p. 400)
define leadership as "the ability to influence and develop individuals and teams to
achieve goals that contribute to a worthwhile purpose" and recommends that leaders
should be able to communicate with team members and make sure they do not
deviate from their goals.
Again, others take a different view (Mintzberg, 1998), arguing that leaders can
effectively run large projects through structural redesign, particularly through
`decentralization'.
As a result, middle managers are freed from the stifling
constraints of regulatory controls and the unproductive demands of hierarchical
relationships. Individuals can manage `their' business units in entrepreneurial ways,
answerable solely for the performance of those units (Mintzberg, 1998). With
`empowered' employees working in self-managed teams, the broader challenges of
co-ordination and leadership can now be positively exercised (Stewart and Manz,
1999; Mintzberg, 1998). Thus, the traditional role of a `leader' as someone who is
individually responsible and accountable for the planning, co-ordination and control
of the work of a bounded group of staff under their specific command, within the
constraints set by policy

and regulations, is considered to be disappearing.

`Managers' in the traditional sense are being replaced by a particular brand of
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professionalknowledge worker' chargedwith more complex responsibility whilst
being less constrainedas a leader (Mintzberg, 1998; Drucker, 1992). Stewart
and
Manz (1999) state that the self-leadership of teams depends on the control
philosophy of the organizationas well as the capability of its people.Choosingthe
magnitudeof autonomy that should be given to the team dependson the level of
technical ability of team members,the maturity for individual self-leadershipand
the attitudesof top management.
Thus, the characteristics of the leader, the type of work to be undertaken, the level
of functional expertise necessary and the support, challenge and dynamics
surrounding teams, are central considerations for successful project and program
management.

2.3.1. Defining leadership
The concept of leadership has been defined from different perspectives. For
example, according to Goleman (2000) leadership is the influence process, working
with and through others to accomplish the goals of the organization. Goleman stated
that leadership has been conceived as the focus of group processes, a matter of
personality, a matter of inducing compliance, the exercise of influence, particular
behaviours, a form of persuasion, as a power relation, an instrument to achieve
goals, an effect of interaction, a differentiated role, initiation of structure, and as a
combination of these functions. Leadership is one of the most studied and least
understood topics in all the social sciences. Many people have struggled to define
leadership and there are a plethora of definitions and cliches, none of which are
universally accepted. For example it has been argued that 'Leaders articulate and
define what has previously remained implicit

or unsaid: they invent images,

metaphors and models that provide a focus for new attention. By doing so, they
consolidate a challenge, provoking wisdom. In short, an essential factor in
leadership is the capacity to influence and organize meaning for the members of the
organization' (Bennet and Brodie, 1979).

However, after a century of theory and research, there is little agreement on a
definition. A traditional view of leaders' centers around the strong individual
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providing vision and inspiration to organizations,and seesleadershipas a process
often motivating other people to act in particular ways in order to achievespecific
goals. Brown and Eisenhardt (1997) seesleadershipas essentiallyabout moving
people in unison and with consensustowards a commonly defined goal. For this
reason,leadershipand managing changeare seenas being often synonymousand
bound up in a cyclical process.
Brown and Eisenhardt (1997) concludes that effective leadership involves change
management (and managing change requires good leadership). Being a successful
leader entails encouraging innovation in others by skills of active listening and
empowering. In this sense of the word, researcher's observation shows that strategic
leaders are involved in projects and programs which bring about change. These
programs of change, as will be explained in chapter four, bring about consequent
changes which benefit the public as recipients of the programs. Senior managers in
do not operate in a vacuum or individually, rather they
operate in teams and cohesive groups which increasestheir effectivness. Only when
the Muscat Municipality

the power of the leader is 'given away' to the team (so individuals' contributions
carry equal weight) will suggestions for improvement and change be forthcoming.
Empowerment, change and leadership are seen as inextricably linked. Leadership is
currently seen by some to be also about drawing people together, coordinating the
component parts of an organization and integrating its outputs. It has been argued
that generally the managers interviewed had outgrown the notion of the
leader. Instead, they regarded leadership as a question of drawing
people and disparate parts of the organization together in a way that made
individuals and organizations more effective (Dess and Miller, 1995)
individualistic

Daniel Goleman (2000), author of the influential book 'Emotional Intelligence',
however, sees leadership as essentially an emotional process of creating a 'reservoir
of positivity' in people (called 'resonance) which releases the best in people and
being to 'drive the
allows them to flourish. The prime task of leadership is seen as
collective emotions in a positive direction and clear the smog created by toxic

emotions.'
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2.3.2. Leadership theories
Leadership theories can be categorized into four main groups of theories including
trait spotting, style counselling, context fitting and new leadership perspectives.
Trait spotting: attempts to identify the personality traits and other related attributes
of the effective leader. Style counselling: attempts to characterize different
leadership behaviour patterns to identify effective leadership style. Context fitting:
contingency theory which argue that the effectiveness of particular leadership
behaviour is dependent on the organizational and cultural setting. New leadership:
perspective approaches which identify `new leaders', `super-leaders', and
`transformational leaders' as visionaries. In this section each of theses theories will
be discussed in some detail.

2.3.2.1.Trait-spottingtheory
This theory is also known as the 'great man' or 'implicit' theory of leadership and is
rooted in psychological assessmentsof personality. It assumes that certain people
are born with a set of key personality characteristics which make them 'natural'
leaders. Supporters quote examples of great men like Napoleon, Gandhi and
Churchill. This theory sees leadership as a natural attribute of the individual.
Exponents emphasize the value of assessing people for the necessary traits and
using the results in recruitment and selection processes (rather than developing
effective leaders). A myriad of personality tests (of which the Myers- Briggs Type
Indicator remains the most significant) exist to support assessment.The search for
associations between the personal attributes of leaders and their effectiveness has
been a major objective of leadership research. Studies have looked for correlations
(rather than attributes that all effective leaders possess). There is some agreement
about the traits which correlate with effectiveness in leaders. The meta-analysis by
Barrick and Mount (see Huzynski and Buchanan, 2007) lists the following eight: -

1. conscientiousness-

reliable, hard working, dependable, achievement

oriented,
1. concernedwith quality and standards
2. extroversion- lively, sociallyconfident,affinitive
3. opennessto experience willing to accept fresh evidence and see
-
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4. beyondthe immediateandobvious
5. agreeableness not antagonistic,empathetic,ableto connectwith
6. othersemotionally and to perceive,respondto and meetthe emotional
7. needsof sub-ordinates
8.5. low on neuroticism stable,copeswith pressure,good 'reality testing'
Hogan (2002) who studied many senior managers and chief executives particularly
emphasized the agreeablenesstrait as crucial for building the network of allegiances
and alliances required to be successful in middle/senior management. Hogan (2002)
argues that cognitive power (the maximum scale and complexity of the world an
individual is able to cope with) is central to differences in leadership ability because
it determines the time horizons that leaders can comprehend and work with. Many
other researchers have added to the list, including Stogdill (one of the founding
fathers of leadership research) and Kirkpatrick and Locke (see Huzynski and
Buchanan, 2007). The central traits appearing in most lists are:

"

intelligence

"

self confidence

"

sociability

"

determination

"

integrity

Interestingly, Kahai et al, (2000) list masculinity and dominance as important traits
of effective leaders. Trait theory is recognized as being inadequate in providing a
full explanation of why some people are more successful as leaders. Concerns
revolve around:

1. there being little consistency between the lists of required traits.

2. the traits consideredessentialhaving no generally acceptedmeaning and
beinglikely to representa multitude of conceptsand qualities.
3. having the required combinationof qualities doesnot necessarilydetermine
success.
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4. the assumptionthat personality is stable and that testsdiscover(rather than
construct) traits.

5. the implication that leadersneedto be selectedratherthantrained.
Concepts of leadershiphave therefore largely moved away from the mysterious
'something'that some leadershave which inspires subordinatesto achievebeyond
their capabilitiesand caninspire unquestioningcompliance.
2.3,2.2.Style-counsellingtheory
The style theory about leadershipassertsthat successfulleadershipis not dependent
on the possessionof a single universal patternof inborn traits and abilities, but on
behavior. This theory focusesnot on what sort of person effective leadersare, but
on what they actually do. Fairbairn (2005) explainedthe shift in emphasisas being
'from thinking about leadershipin terms of traits someone'has'to conceptualizing
leadershipas a form of activity. '
In studying the relationship between the behavior of leaders and their effectiveness,
researchers have identified as many as 12 behaviors. Huzynski and Buchanan,
(2007) crystallized these down and proposed that leadership is essentially comprised
of 2 independent kinds of behaviors: Task behaviors; (also known as 'initiation of structure' or 'concern for results') e.g.
maintaining standards, meeting deadlines and defining objectives, roles and
methods of work in detail in order to facilitate goal accomplishment.
Relationship behaviors; (also known as 'consideration' or 'concern for people') - e.g.
exhibiting concern for the welfare of group members, encouraging mutual trust,
appreciating good work, being easy to approach, responding to suggestions,
promoting two-way communication and obtaining approval for actions to help
subordinates to feel comfortable with themselves, others and the situation.
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Table 2.2 Likert's leadership systems
Exploitative autocratic
The leader has no confidence and trust in

The leaderhascondescendingtrust in subordinates

subordinates

Imposedecisions,never delegates

Imposesdecisions,never delegates
Motivates by threat

Motivates by rewards
Sometimes involves subordinates in

Has little communicationand teamwork

problems

Participative

Democratic

The leader has incomplete confidence in

The

Benevolentauthoritative

leader has

complete

solving

confidence in

subordinates

subordinates
Listens to subordinatesbut controls decision- Allows subordinates to make decisions for
making

themselves

Motivates by reward and someinvolvement

Motivates by reward for achieving goals set by

Uses ideas and opinions of subordinates participation
constructively

Sharesideas andopinions

The influential work of a Michigan researcher, Rensis Likert (1961) reinforced the
benefits of considerate, performance oriented leadership. Likert and his team
identified

four systems of leadership (see Table 2.2), finding that effective

supervisors adopted either system 3 or system 4, which he called an `alternative
organizational life style.

Finally, the most widely known model arising from this theory first appeared in the
1960s but has been revised several times since by its originators Blake and
McCanse (see Huzynski and Buchanan, 2007).

This leadership grid does not

provide a neatly organized set of prescriptions for effective leadership (like trait
theory) but offers a framework for assessing leadership behavior and describing its
major components. Whilst style theory provides ideas about the main dimensions of
leadership behavior, it implies that one style of leadership can consistently produce
a high level of effectiveness. However, it is clear that good leaders in one situation

may not be good leadersin another.
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2.3.2.3.Context-fitting theory
Many researchers have queried the notion that variations in leaders' effectiveness
are due solely to individual differences (either in traits or behaviors). An alternative
theory of leadership, originally propounded by Fred Fiedler (1967) states that key
features of a situation interact with the leader's style to determine the level of
effectiveness. Contingent theory suggests that a leader's style is relatively fixed
(reflecting deep-seated, motivational and temperamental factors), but that some
styles are more effective in some situations than others. This is because some
situations satisfy the leader's deep-seated needs (e.g. for recognition by others,
successin achieving tasks) better than others do. Fiedler distinguished the following
sorts of variations which determine how 'favorable' a situation is, and which might
account for different levels of leadership effectiveness:task structure - the complexity of the job in terms of goal clarity, the degree to
which correct solutions are obvious and the number of possible routes/solutions
position power - the extent to which the organization legitimizes the leader's
authority and confers formal/informal power
leader-group relations
- this is the most important of the factors - the extent to
which the leader has the acceptance, confidence, support and loyalty of
subordinates.
Other researchers (Gardener and Stough, 2002; Gerstner and Day, 1997) also found
that staffs professional orientation, ability and experience, and the cohesivenessof
the work group were contextual variables which moderated a leader's effectiveness.
This theory would suggest that to maximize effectiveness, either:

leadersneed to changethe situation to best suit their style (e.g. by developingthe
abilities of subordinates),or
leaders should be specifically selected for a particular situation (i. e. "horses for
courses") - for example, in situations of particularly low or high 'favorability' a
group might best be served by directive leadership, which is most likely to come

from a leaderwith a bias towardstask-orientedbehavior).
Tannenbaum and Schmidt (1973) combined these factors into a 'leadership
continuum'of styles appropriateto certainsituations.This continuumis still widely
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reproducedtoday, and rangesfrom an 'autocratic'style (high useof authority) at one
endto a 'democratic'style (high freedom for staff) at the other end.
The idea that the effectiveness of a particular leadership style is contingent on the
situation is still a view held today by most psychologists and leadership trainers
because many studies appear to provide evidence for this link. However, the
empirical rigor of this theory is increasingly being doubted. The notion of
someone's leadership style being 'natural' or 'fixed' has also been questioned, as has
the tendency of this model to relegate or marginalize the value of people-oriented
behaviors (a bias for which is only demanded when things are going neither well
nor badly).

2.3.2.4. Situational theory

The logical extensionof contingenttheory is a view that leaderscan shift their style
relatively easily to fit the situation. That is, leadershave choice and control over
what leadership behaviors they display in certain situations.

This theory is most closely associatedwith Herseyand Blanchard(1998) who drew
heavily on the work of Stogdill and Fiedler a generation earlier. Hersey and
Blanchard felt that the key situational factors which influenced leadershipstyle
were the competenceof followers and the motivation of followers. By combining
these two variables, they distinguished four leadershipsituations reflecting the
'readiness'of followers to perform a specifictask:RI followers unable and unwilling/insecure
R2 followers unable and willing/confident
R3 followers able and unwilling/insecure
R4 followers able and willing/confident

Whilst leadersare believedto have a dominant style,the most successfulare those
who are flexible and able to adapt their leadershipstyle to meet the demandsof the
environment.For example,as subordinates'mature',the leader needsto vary their
style in pacewith this change.Figure 2.3 illustratesthe situationalleadershipmodel.
Herseyand Blanchard'smodel hasproved robust and is seenby someas the 'state
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of the art'. It forms the basisof a significant proportion of leadershiptraining which
suggeststhat leadersshould first diagnosethe readinesslevel of their followers for a
particular task andthen adjust their leadershipstyle to suit.
Figure 2.3 Situational leadership model
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Goleman (2000) also distinguishes different styles that effective leaders adopt, but
defines these not in terms of behaviors, but in terms of their emotional impact on
people. He states that effective leaders scan people and groups, reading cues to
determine the right style to adopt:-

visionary

moves people towards shared dreams

coaching

connects what a person wants with the organization's goals

affinitive

createsharmony by connecting people to each other

democratic

values people's input and gets commitment through
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participation
pace-setting

meetschallengingand exciting goals

commanding

soothesfearsby giving clear direction in an emergency

Situational theory assumesthat leadersare rational, well-intentioned, flexible and
willing and able to alter their leadershipstyle to suit changing circumstances.This
may not be the caseevenfor effective leaders.
2.3.2.5 New leadership theories
John Adair (see Huzynski and Buchanan, 2007) was the originator of the view of
leadership as a set of functions that a person fulfills for their followers. This theory
analyzed leadership from the perspective of the needs of followers rather than from
the perspective of the way the leader operated. Adair perceived 'action centered
leadership' as a process of meeting 3 inter-related needs:

1. task (the needs relating to achieving the goal)
2. individual (the needs of each follower)

3. team (theneedsrelating to building andmaintainingthe group)
An effective leadermust fulfill a rangeof functionsin order to meetall 3 of
theseneeds. Adair listed the functions of leadershipas: defining task, planning,
briefing, controlling, evaluating,motivating, organzingand settingexample.
Each of these functions are required to achieve the task, maintain the team and meet
the needs of individual team members.. According to this functional theory,
leadership can be a shared team role - leadership can be evoked from the group
itself. The formal leader then becomes a `safety net', picking up the functions the
group members fail to provide themselves.
Adair believes that all of these leadership functions could be taught. Much
leadership training today is derived from the theory that there is a clear specification
of behavioral outcomes involved in leadership. A number of typologies specify the
skills needed. A useful 'mid range' typology (not too specific or too broad) was
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developedby Yukl et al (1993). It covers skills involved in negotiatinga social
orderas well as face-to-faceskills:

"

building relationships

"

supporting

"

managingconflict and team building

"

influencing people

"

recognizing and rewarding

"

making decisions

"

problem solving

"

consulting and delegating

"

giving/seeking information

networking

motivating

planning and organization

monitoring

operations/the

environment
"

informing

"

clarifying roles/objectives

allocating job responsibilities

Other studies (Huzynski and Buchanan, 2007) set out 4 leadership functions that are
important for steering any transformational change in public services:

Navigate: setdirection, develop a manageableprogram,prioritize, co-ordinateand
settargets
Inspire: develop a shared vision, role model values and behaviors, develop
individuals through coaching,counselingand sponsoring
Mobilize: sell the vision, listen and respond, proactively manage stakeholders
Enable: create space and find resources, allocate adequate skills, invest in
infrastructure, make speedy decisions and delegate authority.

Thekey challengesfor leadersin achievingtransformationalchangearegiven as:

"

building supportfor change- so most stakeholdersand staff acceptthe need
for changeand supportthe leadership'sdirection of travel

"

involving stakeholdersand staff in determining how the change should
happen- in orderto build real commitmentto it.
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2.4. Distinguishing leadership from management
The traditional view of a leader is heavily influenced by military models and sees
the leader as a figurehead with vision and charisma. Leaders are portrayed not as
team players, but as 'generals' inspiring the organization's 'troops'. However, these
traditional notions of who is seen as a leader are increasingly being challenged:

'Our prevailing leadershipmyths

arestill capturedby the imageof the captainof the
cavalry leading the charge to rescuethe settlersfrom the attackingIndians.So long
as such myths prevail, they reinforce a focus on short-termeventsand charismatic
heroes,ratherthan on systematicforcesand collective learning.' Senge(1990,p. 87)
The literature is littered with long debates about the relationship between leadership
and management. In line with the view of leaders as relatively rare, charismatic
individuals, leadership has in the past been portrayed as entirely separate from
management. However, increasingly leadership and management are seen as
separate, though inextricably linked. Brown (2000) quotes Bennis and Nanus who
suggest that the distinction

between leaders and managers is the degree of

inquisitiveness. A manager may never question whether procedures are meeting
desired objectives or whether there are better ways of meeting the same objective.
Leaders, on the other hand, always do this and constantly ask the four basic
questions:

"

why are we doing this?

"

why does it have to be done this way?

"

does it work?

"

is therea betterway of doingthis?

Brown (2000) says that Peter Drucker recommendsasking a 5th question:should
we be doing this at all? Leadershipis seenas an important attributeof all managers
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faced with managing in a constantly changing social, economic and technological
environment. Conversely, management skill is seen as crucial for leaders to achieve
real results. John Kotter (1990) says that 'leadership complements management: it
doesn't replace it. ' and he distinguished leadership and management (see Table 2.3).

Table 2.3: Leadership vs. Management

Creatingagendas

Leadership

Management

Establishesdirection

Plans/ budgets

Develops a vision of the Establishesdetailedsteps
future
Timetables
Creating agendas

Develops

change Allocates resources

strategies
Building

Aligns people

Networks

Inculcates

vision

Establishesstructures
in

Staffs the structures
Develops delegating and

people

monitoring
policies/procedures
Execution

Controls

Inspires
Energizes

others

to

Potentially

to

solve

problems

overcome
barriers
Outcomes

organizes

revolutionary

Consistent key results

change
Source: Adapted from Kotter (1990)

This view of leadership as a subset of management is important as it means junior
managers and supervisors need to be seen as having an important role to play as
leaders of their teams. The increasing emphasis in the 1990's has been on leaders as
people at all levels in an organization who are managing in a consensus-seeking
manner. Bass (1985) is representative of this new thinking when he said that
leadership affects managers at all levels, not just those at higher echelons 'Managers
who are not leaders can only be failures. ' Moreover, Blunt (1992) considered
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leadership as a part of management, and it was defined as synonymous with good
management. Boehnke et al (2003) argued that there is a difference between the
concept of leadership and that of management. They concluded that leadership and
management are two correlated concepts, but they do not have the same meaning.
The two concepts can be distinguished in several ways with regard to the
relationship

with

subordinates. The leader's relationship

with

his

or her

subordinates is one of the oldest human relationships characterized by its
primitiveness and efficiency. In this relationship, psychological qualities are mainly
apparent as the

leader stimulates sympathy

and emotions, and motivates

subordinates in the pertinent direction to be able to act accordingly.

Practices of psychological qualities indicate a certain type of talent and capability to
impress subordinates and attract them. Therefore, leadership and management differ
on the basis of the fields of concentration. Leadership focuses on the human
relations whereas management focuses on the technical aspects of organizing
(Boehnke et al, 2003). The manager affects the organizational environment so as to
enable employees to perform their duties more efficiently in order to achieve the
organization's set goals. A manager performs a number of tasks such as planning,
organizing, communicating, budgeting and controlling, while a leader performs only
some of these duties, asserting the morale of the subordinates and stimulating their
motivation to coordinate efforts towards a specific direction for the overall
achievement of organizational objectives.
It is argued that (Analoui and Karami, 2003) leadership differs from authority,
which is considered a legal right in managing and giving orders. An authorized
individual usually derives his/her authority, the right to manage and give orders,
from the job or position that he or she occupies in the organization. The concept of
leadership also differs from the concept of power, which can be examined from
several perspectives. In this respect, Boehnke et al (2003) stated that those in power
might possess five types of interpersonal power: reward, coercive, legitimate,
referent, and expert. However, the concept of power differs from the concept of
leadership as the former flows only in one direction, whereas the latter flows in dual
connected directions, where continuous communications directed from up to down
and vice-versa are encouraged. The power concept is also connected to imposing
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penaltiesand punishmentson subordinateswhen they fail to meet organizational
objectives, under perform and/or do not follow organizational policies and
procedures,while leadershipis making sure that the subordinatesunderstandtheir
rights and duties.
It can be concluded from the above that leadership is behavioural
a
process which
takes place within a group context and is aimed at achieving organizational
objectives. Managers may or may not be leaders and leaders may or may not be
managers but in most cases managers are supposed to be leaders who influence
others, by using the power they have from their positions of authority, to perform
specific tasks in order to achieve organizational objectives but they are generally
held responsible for the outcomes of their subordinates. Leadership has a number of
characteristics and approaches, as explained next.

2.5. Management in the public sector
This aspect of the literature review is devoted to understanding the concept of
management in the public sector. The meaning, origin and context as well as the
factors that have influenced its evolution, as a global strategy of development
management in both developed and developing countries alike are examined. This
section concludes with a constructive exploration of relevant issues that should
engage the attention of transitional and developing countries, in the context of how
the new public management reforms would transform their respective public service
in the 21st century.

2.5.1. What is the new public management?

Over the past two decades,many countriesof the world have implementeda range
of reforms collectively referred to as the new public management,constituting a
new model of statemanagement(Farnhamet al, 2005). Within the academicand
professional literature, definitional matters are a critical point of entry into the
contestedconcepts(Farnhamet al, 2005). Consequently,it is importantto examine
how the various scholars in the literature have also described new public
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management.It has beendefined it abstractly`as a field of professionaland policy
discussionconductedinternationallyabout subjectsconcerningpublic management,
including public managementpolicy, executiveleadership,designof programmatic
organizations,and governmentoperations'(Klages, and Loeffler, 1996).They went
further to arguethat public managementpolicy seeksto guide,motivate and control
the core public sectoras a whole, and its instrumentsinclude institutional rules and
organizational routines in the areas of expenditure planning and financial
management,civil service and labor relations, procurement, organization and
methods,and audit evaluation. On the other hand, the design of the organization
deals with public servicedelivery that refers to the performanceof governmental
functions. The concept of delivery includes the performanceof administrative
functions, including operations,managementand oversight (Klages, and Loeffler,
1996).
Lane (2000) conceptualizes public management as a single, coherent `theory' or
`model' for discussing the public sector that differs from the forerunners which he
styled `traditional public administration',

the management approach', and `the

policy framework' and calls them collectively

`traditional public governance'.

Consequently, he proposes a fourth model: `the new public management', that
represents `modern public governance', and asserts that this new approach is
essentially about contracting - especially short term contracting under private law.
However, Lane's argument that new public management as a coherent theory is not
shared by many writers who in a recent review of Lane's book submitted that
`public management covers a range of new ways of thinking about getting public
things done, drawing from commerce, management, new institutional economics,
accounting, and modern democratic philosophy'. Incidentally, Lane (2000) tends to
agree with this observation, when in the very introductory part of his book, he
recognized that different theories from all the social sciences can help to discuss,
describe and explain the various features of the public sector.

The conceptsof `Public SectorReform' (PSR) and `Public ManagementReform'
(PMR) are usedinterchangeablyand in an encompassing
senseto coverthe rangeof
structural changesgovernmentsaround the world have recently implementedto
improve the administrationof their public sector(Ayeni, 2002, p. 2). Somewriters
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claim that public managementtendsto deal with broad generalmanagerialchange
processesand strategiesin the public sector.However, it representsthe introduction
of private sector managementmechanismsand practices. Hence, public sector
organizationsare generally expectedto emulatetheir private sectorcounterpartsin
managing resources,including people, in an efficient, goal oriented and flexible
way.
Meyer and Hammerschmid(2006) support the argument that public management
conjures different meanings,but ultimately convey a number of commonelements
of which they identify seven:

9

Deliberate planned change;

"

Innovation and improvement;

"

Needto copewith uncertaintiesand rapid change;

"

Heavy technical content but also inherent political process;

"

Target specific institutional issues or system-wide change;

"

Meansto an end, not the end in itself; and

"

Involving a combination of strategies and approaches.

The public management paradigm have been conceptualized (Meyer and
Hammerschmid, 2006; Ayeni, 2002), as basically having five components,
including:

1. Providing high-quality services that citizens value;
2. Increasing managerial autonomy, particularly by reducing central agency
controls;
3. Demanding, measuring and rewarding both organizational and individual
performance;

4. Providing the human and technological resourcesthat managersneed to
meettheir performancetargets;and
5. Maintaining receptivenessto competitionand open-mindedness
aboutwhich
public purposesshould be performedby public servantsas opposedto the
private sector.
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Contributing to resolve the definitional debate,Pollift and Bouckaert(2004) argue
that public management is a new development paradigm through which
governmentsare modernisedand the public sectorre-engineered.Simply, this is a
new managementconcept that tendsto challengepublic managersand politicians to
act as entrepreneursfor new, leaner, and increasinglyprivatized governmentsthat
place value on the use of public money. Additionally, the public management
conceptis basedon the proposition that a five distinct key activity-managementcan
be appliedto the public sector, including:
"

The adoptionof managementpracticesin the public sector;

"

An emphasison efficiency;

"A

movementaway from inputs controls,rules, andprocedurestoward output
measurementand performancetargets;

"A

preference for private ownership, contestable provision, and contracting
out of public services; and

"

The devolution of management control with improved reporting and
monitoring mechanisms.

2.5.2. Public sector managementand leadership philosophy
The re-engineering and conceptualization of public management is based on a
management philosophy that seeks to revamp the process of administration through
which public organizations operate in order to increase efficiency, effectiveness and
competitive ability. This demands structural changes in public organizations, their
culture and management systems, including being client-oriented, mission driven,
quality-minded, and the exercise of participatory principles in the use of public
resources to heighten efficiency and effectiveness, and above all there is the quest
for personal growth and job satisfaction by public sector employees (Pollitt and
Bouckaert, 2004).

Other writers like Vandenabeelenet al (2006) havearguedthat public management
has become a convenient shorthand terminology for a set of broadly similar
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administrative doctrines that dominated the public administration reform agenda in
most of the Overseas Economic Cooperation and Development (OECD) countries,
and basically captures the `structural, organizational and managerial' changes in
their public services. According to Vandenabeelen et al (2006) it has been variously
defined `as a vision, an ideology
or a bundle of particular management approaches
and techniques borrowed from the private sector. Consequently, it has shifted
emphasis from

`traditional

public

administration'

-

with

its principles

of

bureaucratic hierarchy, planning,
centralization, control and self-sufficiency to
`public management' or `market based' public service management.

Politt and Bouckaert (2004) concludedthat
public managementreform consistsof
deliberate changesto the structuresand processesof public sector organizations
with the objective of gettingthem to run better.
Structured change may include merging or splitting public sector organizations
(creating a smaller number of departments to sharpen focus and encourage
specialization);

Processchangemay include the redesignof the systemsby which applicationsfor
licensesor grantsor passportsare handled,the setting of quality standardsfor health
care or educational services to citizens or the introduction of new budgeting
procedureswhich encouragepublic servantsto be more cost consciousand/or to
monitor more closely the resultstheir expendituregenerates.
Management reform frequently also embraces changes to the systems by which
public servants themselves are recruited, trained, appraised, promoted, disciplined
and declared redundant...
Here public management consists, in effect, of a benign merger between generic
(overwhelmingly commercial, private sector) management and the more traditional
concerns of public administration. The concern for democratic values is fully
retained but the enterprise is given a sharper cutting edge in terms of risk-taking,
flexibility, performance measurement and goal achievements...
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Reform is only one among a congeries of alternative and goal competitive terms
(including, significantly several from the business world, such as `transformation'
and `reinvention', as well as others with a longer public sector history, such as
`modernization' and `improvement').

Like all these other words `reform' is a `loaded' term, in the sense that it strongly
implies not just change but beneficial change
-a deliberate move from a less
desirable (past) state to a more desirable (future) state.... However, the outcomes of
many management reforms have very much depended upon the nature of the
administrative-political systems in which they have taken place.

Figure 2.4: Framework for re-thinking public sector management
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Source:Kiggundu (1998, p. 165)
In the context of the above concerns, therefore, it has been argued that public sector
management in the 21st Century must be strategic in focus, integrative,
experimental, knowledge-based, transformational, service-and-results-oriented, and
Kiggundu
particularly citizen driven (Klages, and Loeffler, 1996; Kiggundu, 1998).
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(1998) has submitted that there is the
need to move from `reform' to
`transformation' (see Figure 2.4). In his view, it is more appropriate to draw on the
lessons and experiences of reforms to date, to re-think,
re-conceptualize and restrategize all aspects of public management. However, this must be done
collaboratively, and through consultation and consensus building. Kiggundu (1998)
built on other researcherscall for `de-projectizing public management reforms, ' and
Farnham et al, (2005) suggests a `more
strategic use of incentives and partnership
with the private sector to combat corruption, ' by proposing a framework for rethinking civil service reform (CSR) in the 21st Century. His argument is that:
`Transformation, as opposed to transaction, is strategic, system-wide, long-term,
interactive, processed-oriented, and aims at bringing about fundamental changes in
values,

principles,

beliefs,

attitudes,

systems, structures, behaviours

and

performanceof the entire public sector.
Kiggundu's (1998) framework has four interrelated transformational components
including:

"

Stabilization;

"

Developing a national consensus on the essenceof the state;

"

Promoting good governance and democratic development; and

"

Developing civil society and indigenous institutions.

Transformational capacity development according to this framework, relates to the
overall capacity to create, communicate and implement a new vision for the public
service and its relationship with other branches of government, the private sector,
civil society and individual citizens. As shown in figure 2.4 `public security' must
be taken seriously if `economic and financial management' can be achieved,
especially in countries emerging out of war or conflict, as well as those with a
history of prolonged institutional decay and poor human rights records.
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2.6 Chapter summary
Management can be viewed differently depending on the perspective and stand
from which it is viewed. The propounders
of the classical management placed
unproportional emphasis on the importance of task and control, thus regarding the
managers as those who control task and others who require primarily technical skills
and expertise. The followers of the human relations placed emphasis on the
importance of the people skills as a prerequisit for the effectiveness of the managers
and leadership of the otgansiation.
The complexity of the environment and need to operate in an open system and
globalised environment demands that the managers act strategically to lead their
people and organsiations in a competative world. As shown, effectiveness is no
longer determined by just by occupation of a high positon in the organizational
hierarchy, rather it is influenced by a variety of factors including the competencies
that are required to perform diverse roles.

The debate on managementvs leadershipalso sheds light on the difficulty in
establishing where the managerial boundries finish and the leadership begins.
Surely the managers,especiallythose in senior and executivepositions are leaders
of their organsiationtoo andas such theyoften play a dualrole.
There are a multitude of theories and ideas about what makes effective leadership,
each of which have their proponents and critics. There is, however, no irrefutable
evidence that answers this question adequately.
Senior managers in the public sector are not immune from the managerial and
leadership responsibilities of their counterparts in the private sector. They too are
expected to lead the teams, and organization as a whole, towards strategically
determined objectives. Within the developing world, in countries such as Oman, the
responsibilities

of the leadership of the organizations such as the Muscat

Municipality, is arguably greater than their counter parts in a corporate structure
simply because they are held accountable to the public who are the direct
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beneficiariesof their performance.Thus their effectivenessdirectly, by and large,
translatesto the quality of the life of their fellow citizens.
The next chapterwill focus on the exploratory framework of analysis,which will
guide this study towards a better understanding of the parameters of the
effectivenessof the senior managers/leaders
that work in the Muscat Municipality
and are responsiblefor large-scaledevelopmentprojectsandprograms.
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Chapter 3: Synthesisof the Literature and Developing Conceptual Framework
3.1. Introduction

A fundamental quality

of management or people which is appreciated by

organizations is the ability to lead others (Robbins, 2005). The importance of this
quality for business success is stressed both in academic and also in the more
popular business literature (Den Hartog et al, 2007). Without the presence of this
ability, an organization would be only a confusion of people and machinesjust as an
orchestra without a conductor would be only musicians and instruments. Some
researchers (Newstorm and Davis, 1993; Bass, 1990) describe leadership quality as
the ability of an individual to influence, motivate and enable others to contribute
towards the effectiveness and success of the organizations of which they are
members. Other writers (Huczynski and Buchana, 2007; Robbins, 2001; Newstorm
and Davis, 1993) define leadership as the process of influencing the activities of an
organized group in its efforts toward goal setting and goal achievement. Also,
getting people to act without coercion can be identified as leadership as well
(Popper and Zakkai, 1994).

In this study, the important issue of `managerial effectiveness' will be examined
more closely and the patterns of leadership styles in the muscat municipality will be
explored from a different perspective: leadership as a parameter of managerial
effectiveness.
In this chapter the application of leadership theory and the conceptual framework of
the research will be discussed. Accordingly, a conceptual framework of senior
managers' perceptions of leadership effectiveness in Oman's Muscat Municipality
will be provided. Here, the literature, which was reviewed in chapter two, will be

synthesizedin orderto developthe conceptualframework of the research.Thenthe
researchobjectivesand researchquestionswill be revisited.Third, the literatureon
transformationalleadershipand managerial effectivenesswill be synthesizedand
the model of `parametersof managerial/leadership
effectiveness'will be introduced.
Finally, the researchpropositionswill be discussedin somedetail.
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3.2. Researchobjectives and the research questions
As discussed in chapter one, the main objectives of this research are to explore the
dimensions of the managerial and leadership effectiveness of senior managers in the
context of the Muscat Municipality, Oman. The thesis aims to explore the extent to
which senior managers' effectiveness can be attributed to the managerial and
leadership styles adopted when discharging their daily duties, including
implementation of the Municipality's large development projects. This research also
aims to explore the relevance of identifying the major dimensions of the senior
managers' effectiveness for the improved performance of the senior management
(leadership) of the Muscat Municipality

in particular and the leadership of the

public sector as the whole. In respect of the above objectives, the following
`research questions' will be pursued in an exploratory fashion:

1. What are the main developmentprojects and programs being planned,
implementedand maintainedwithin the Muscat Municipality?
2. What arethe main influential parameters(dimensions)of the managerialand
leadershipassociatedwith the effectiveness(or otherwise)of the leadership
in pursuit of the implementationof the main public projectsand programs?
3. What specific parameter(s) of the senior management effectiveness seem to
be strongly associated with the success (or otherwise) of the leadership in
discharging their duties?
4. What are the contextual influences including personal, organization, socioin which the
economic, political,
cultural and environmental
leadership/managerial effectiveness occurs?
5. What is the link between the dominant managerial philosophies, the most
senior manager's effectiveness; their
effectiveness and their transformational and transactional leadership styles?
important

parameters of

the

6. What arethe implications, in terms of the human resourcemanagementand
developmentpolicies andprocedures,in light of the abovefindings?
7. To what extent are the abovefindings deemedto be relevantfor the smooth
and effective operationsof the public sectororganizations(otherministries)
as a whole?
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3.3. Leadership effectivenessresearch
Leadershiphasbeen extensively studiedover the past50+ years. During this time
the researchershaveattackedthe issuesfrom many different angles. Lawler (2007,
p.2) states:"The focus of the interestin leadershipitself hasshifted over time, from
a concernwith leadersas the `GreatMan' (sic.), the traits of leadersand leadership
behaviors,to more current concernwith dimensionsof leadership." Following these
studies,consequentlymany approachesand theorieswere developed.
One approach that has received a great deal of attention and has been agreed upon
from many viewpoints is the theory that leadership is both transformational and
transactional depending on the needs of the situation (Bass and Riggio, 2006;
Kakabadse and Kakabadse, 2000; Bass, 1990). This construct has become a popular
topic in leadership literature during the last decade and has formed the basis for the
recent research in this field (Berson and Linton, 2005; Brain and Lewis, 2004;
Pounder, 2003; Avolio and Bass, 1998).
It is argued that transformational leadership occurs when leaders and followers raise
one another to higher levels of values and motivations (Krishnan, 2004; Burns,
1978). According to Bums, "the result of transforming leadership is a relationship
of mutual stimulation and elevation that converts followers into leaders and may
convert leaders into moral agents", thus resulting in a transforming effect on both
leaders and followers. Accordingly, Bass (1985) defined a transformational leader
as one who motivates followers to do more than they originally expected to do.
Transformational leaders broaden and change the interests of their followers, and
generate awareness and acceptance of the purposes and mission of the group. They
stir their followers to look beyond their self-interest for the good of the group.
Transformational leadership consists of four factors - charisma or idealized
influence, inspirational leadership or motivation, intellectual stimulation, and
individualized

consideration. Though Bass (1990) considered charisma to be a

factor of transformational leadership, authors have generally used the terms
transformational leadership and charismatic leadership interchangeably.
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Krishnan (2004) arguedthat superiorperformanceis possibleonly by transforming
followers' values, attitudes and motives from a lower to a higher plane of arousal
and maturity. Accordingly, Boehnke et al, (2003) even found support for the claim
that the main dimensions of leadership for extraordinary performance are universal.
Studies have found significant and positive relationships between transformational
leadership and the amount of effort followers are willing to exert, satisfaction with
the leader, ratings of job performance, and the perceived effectiveness of a leader
(Bass, 1985). Kirkpatrick and Locke (1996) believe that a leader's vision and vision
implementation, through task cues, affects both the performance and attitudes of
subordinates. Shamir et al, (1999) found that a leader's emphasis on a collective
identity was related to the subordinate's level of identification with the leader.
Cremer and Knippenberg (2002) showed that the interactive effect of leader
charisma and procedural fairness on co-operation was mediated by their interactive
effect on the sense of group belongingness. Transformational leadership could be
potentially effective across a variety of situations, though certain contextual factors
like structure of the organization could facilitate the emergence and impact of
transformational leadership (Krishnan, 2004; Shamir and Howell, 1999).

3.4. Leadership styles
Leadership has unique characteristics that have to be defined in order to understand
the different types of leadership style and behavior. For instance, Sims and Manz
(1996) argued that true leadership comes from within, and in the end, achievement
flows from the followers of a self-leadership style. In this respect, Owen (2000)
developed a model based on the "seven essences" of leadership. According to the
model, the following seven essencesor principles denote leadership characteristics:

"

Leadership is distinctly different from management and is not just something

to be addedto the job of a manager.
"

Everyone is born with somegift of leadership.It is part of the humanspirit
and should be expressedto the world.

"

Leadership is not the latest `fad' but a timeless concept that has been
investigatedin an attemptto understandthis humanphenomenon.
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"

Leadership starts with the individual and requiresa journey of becoming
your true self. In other words, leadershipbeginswith being.
Leadershiprequiresus to understandandto listen to what is emergingin the
world, share these experienceswith others by connectingand then acting
accordingly.This is the transformingpart of leadership.

"

Leadership is expressed by everyone when people are connected and part of

"

the whole rather than in the separatecomponents of a machine organization.
Leadership is about being followers as well as leaders. Position or privilege

is not what makesa leader(Owen, 2000,pp. 221-237).
The above seven essences provide for a wider interpretation of the concept of
leadership and confirm the definitions of leadership stated earlier but one has to
look deeper into the concept in order to determine the characteristics of a leader or
leadership. Such characteristics could

be classified in terms of leadership

approaches because a leadership approach demonstrates the significance of
leadership behavior to a group or an organization. There are at least eight types of
leadership approach; The trait approach, situational approach, emergent approach,
imposed approach, charismatic approach, Machiavellianism approach, influence
approach, and role position/group structure approach (Fairbairn, 2005; Analoui,
2002). Some of these approaches have been discussed in detail in chapter two.
While the leadership approaches demonstrate the significance of leadership
behavior to the group or organization, the leadership styles are the pattern of
behaviors that the leaders use with the subordinates. A study by Goleman (2000)
analyzing the criteria of organizational behavior effectiveness suggestedsix types of
leadership style, as follows:

"

Coercive

"

Authoritative

"

Facilitative

"

Democratic

"

Pacesetting,and

"

Coaching
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Thesesix stylesof leadershiphavebeen supportedby the findings of recent studies
(Northouse,2001). As hasbeendiscussedearlier, transformationaland transactional
leadershipsare consideredas style. Thereforethe main focus of this chapteris to
explore theseleadershipstylesand their effectiveness.
3.4.1. Leadership styles and organizational effectiveness
Previous studies on leadership styles and management patterns differentiated
between the kinds of leadership styles such as autocratic and democratic leadership,
participative

and directive leadership, and relation-oriented and task-oriented

leadership (Bass, 1981). Leadership was then conceptualized as a process of
superior-subordinate relationships. Kakabadse (1991) took a different approach and
emphasized management styles as the key determinants of the quality of executive
relationships. He found two categories of styles and philosophies of management:
the thinker and the reactor. Overseas managers often adopted different leadership
styles which were largely adapted from their home cultures. For instance, a kind of
`one-man' leadership style was popular in many joint ventures, i.e. making
decisions alone and implementing the decisions mainly through the line-managers.
Those differences in leadership styles reflected, to a large extent, different
management philosophies and values, and would largely influence the patterns of
human resource management in international companies (Wang and Satow, 1994a;
Satow, 1992). In a recent study (Wang and Satow, 1994b) leadership styles are
measured according to a scale developed on the basis of the concepts of a Japanese
leadership survey instrument. The scale has 40 items in four functional leadership

dimensions:

"

expectancy

"

sentiment

"

informational

"

trustworthiness

The expectancydimension refersto the leaders'expectationthat subordinateswill
fully utilize their competencethrough direct instructions and responsibility. The
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sentiment function emphasizes subordinates feelings and standpoints, shows
concern for the subordinates, cultivates healthy and warm interpersonal
relationships, gives support to subordinates, and identifies with them. The
informational focuseson providing subordinateswith the necessaryinformation and
knowledge at work, and telling them the significance and status of their tasks.
Finally, the trustworthinessfunction relatesto a leaders'own ability or competence
at the job. Generallyspeaking,a good leadershipfunction is basedon the trust from
subordinatesas well as the self-confidenceof the leader.It is also dependenton the
leaders' capability to cope with changed situations within and outside work groups,
and to solve the problems that arise.
Wang and Satow, (1994b) in their research on the relationship between leadership
styles and organizational effectiveness, conducted a correlation analysis on the
relationship between the four functional dimensions of leadership style and
organizational effectiveness in Japanese joint venture management. The results
showed an interesting pattern of relationships. The analysis shows that of the
leadership functions the expectancy, sentiment and informational styles have a close
relationship with organizational effectiveness, whereas trustworthiness has a weak
correlation with performance. With regard to organizational effectiveness, market
share, competitiveness and job satisfaction have a close relationship with leadership
style, while profitability,

task accomplishment and turnover are closely related to

function of leadership style. The investment increase
prediction component of performance has little connection with the leadership
function of joint ventures.
only the informational

3.5. Transformational and transactional leadership
This section will discuss the transactional and transformational leadership styles. Is
transformational leadership old wine in a new bottle or is it actually different from

transactionalleadership.
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3.5.1. Transformational leaders
Transformationaland transactional leadershipterms can be defined as styles. A
type of style that a leader establishesis determinedby the way in which a leader
uses their power (Newstrom and Davis, 1993). It is claimed that transformational
leadershipoccurswhen leadersusetheir power by:

"

Stimulating others to see what they are doing from new perspectives;

"

Articulating the mission or vision of the organization;

"

Developingothersto higher levels of ability; and

" Motivating othersto put organizationalinterestsbeforeself-interest
(BassandAvolio, 1994).
As

such transformational

leaders are leaders who provide

individualized

consideration and intellectual stimulation, and who possess charisma (Robbins,
2001). Huczynski and Buchanan (2007) state that transformational leaders are
charismatic individuals who inspire and motivate others to go `beyond contract', to
perform at unexpected levels. Hendel (cited in Huczynski and Buchanan, 2007)
identifies from previous studies the 5 transformational leadership components as:

"
"

Charisma- the leaderis admired;
Idealizedinfluence- followers emulatetheir leader;

"

Inspirational - motivation - `provides meaning and challenge' to the work;
Intellectual stimulation - `questions assumptions';

"

Individual consideration- individually mentorsstaff basedon their needs;

"

Furthermore,transformationalleadershavethreemain roles:

"

Recognizing the need for revitalization;

"

Creating a new vision;

"

Institutionalizing change.
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According to Robbins (2005) these kinds of leaders inspire followers to transcend
their own self-interests for the good of the organization and are capable of having a
profound and extraordinary effect on his or her followers. Recent research
highlights transformational leadership as a highly effective style shown to predict
performance in organizations (Berson and Linton, 2005; Kakabadse, 1998).
However, a common criticism and misconception is that it is all smoke and mirrors
-a

feel-good type of leadership that leads to happy followers but does not affect

group performance (Bass and Riggio, 2006). So far, it is evident that most writers
agree on the central issue that transformational leaders are charismatic and have

somekind of distinctive effect on their followers.
3.5.2. Transactional leaders

As stated earlier the type of style that a leader establishes is determined by the way
in which a leader uses its power. Transactional leaders use their power by clarifying
role and task requirements, which subsequently guides or motivates their followers
in the direction of established goals (Robbins, 2001). They see their relationships
with followers in terms of trade, swaps or bargains (Huczynski and Buchanan,
2007). In other words, transactional models see this relationship as a series of
(implicit) exchanges between leaders and followers (Den Hartog, et al, 2007). They
clarify performance criteria, i. e. what is expected from subordinates and what they
receive in return.

Hendel, (cited in Huczynski

and Buchanan, 2007) states that transactional

leadership has three components:

"

Contingentreward- rewardsstaff for desiredwork;

"

Active management by exception monitors work performance and corrects
-

it as needed;
9 Passivemanagementby exception - waits until problems occur and then
dealswith the issue.
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Transactionalleadershave a preferencefor risk avoidanceand are able to build
confidencein subordinatesto allow them to achievegoals (Lawler, 2007).
Finally, Sarrosand Santora(2001) define transactionalleadershipas the traditional
managementfunction of leadingsubordinates.They statethat thesetypes of leaders
excel at managementfunctions and take pride in running things smoothly and
efficiently. Overall it can be noticed that transactionalleaderslike to know how
high they aim to take their followers and in their world everything is done for a
reason. The criticism here could be that the environmentthey require should be
stableand their vision for businessis narrow. Moreoverthey aremanipulative.
3.5.3. Transformational

Transformational
charismatic

versus transactional leadership

and transactional leadership theories are part of the neo-

theories,

which

emphasize symbolism,

emotional

appeal and

extraordinary follower commitment (Robbins, 2001). Transformational leadership is
usually contrasted with transactional leadership. Bass's (1985) observation is that a
leader will exhibit both styles, generally with one being more predominant. Table
3.1 illustrates the characteristics of the two approaches, contrasting the four I's of
the transformational leadership with the four descriptions of leadership.
So far it appears that, on the one hand, transactional leadership is responsive and its
basic orientations deal with the present issues. A transactional leader always makes
motivational transactions with his/her people. On the other hand transformational
leadership is proactive. This kind of leader views the present as a springboard for
achieving future aims. Furthermore he/she relates mainly to his/her people's
developmental needs (Popper and Zakkai, 1994). Therefore, the question so far
appears to be, which approach is the key to organizational success? Arguably there
are several sides to this story.

The first view is concernedwith transformationalleadershipbeing more effective
than transactionalleadership.Bass and Avolio (1994) explored the idea of what
makes leadershipeffective by relating respondents`ideal' views of leadershipto
ratings of transformationaland transactionalleadership. Their results showedthat
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the attributesof the respondentsassociatedwith their prototypical or `ideal' leader
were much more highly correlated with transformationalthan with transactional
leadershipscales.
Table 3.1 Characteristics of transactional and transformational leaders
TransactionalLeader

I TransformationalLeader

1.Contingent Reward:

1. Charisma:

Contractsexchangeof rewardsfor effort, Provides vision and senseof mission,
promises rewards for good performance, instills pride, gainsrespectand trust.
recognizes accomplishments.

2. Managementby Exception(active):

2. Inspiration:

Watches and searches for deviations Communicateshigh expectations,uses
from rules and standards,takescorrective symbols to focus efforts, expresses
important purposes in simple ways.

action.

3. Managementby Exception (passive): 3. Intellectual Stimulation:
Intervenes only if standards are not met.

Promotes intelligence, rationality, and
careful problem solving.

4. Laissez-Faire:

Abdicates

responsibilities,

4. Individualized Consideration:

avoids Gives personal attention, treats each

making decisions.

employee

individually,

coaches,

advises.

Source:Robbins,2001, p. 330.
evidence indicates that
transformational leadership is more strongly correlated than transactional leadership
Robbins

(2001) has also found

that the overall

with lower turnover rates, higher productivity, and higher employee satisfaction.
Moreover, he states that a number of studies with U. S., Canadian and German

military officers found, at every level, that transformationalleaderswere evaluated
as beingmore effective than their transactionalcounterparts.
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Pounder states that: "Transformational leadership is commonly contrasted with the
more traditional transactional leadership that is viewed primarily as a cost benefit
exchange process and an inferior form of leadership" (2003, p. 7). A transactional
leader's manipulation of followers' valued outcomes (e.g. wages, promotion) in
exchange for followers' compliance with leadership wishes (Bass, 1985; Burns,
1978) is considerably less exciting as a description of effective leadership than the
dimensions associated with transformational leadership. Although transactional
leaders also motivate their subordinates in order to perform as expected, the
transformational

leaders have the capacity to steer subordinates to levels of

performance exceeding expectation (Den Hartog et al., 1997).
The second side of the story is concerned with augmentation. Sarros et at (2006)
argued that transformational leadership has been found to augment the success of
transactional leadership" and, "transactional leadership is an essential managerial
behavior, but the more successful leaders are also transformational. Bass argues a
one-way augmentation effect exists between transactional and transformational
leadership, stating that "measures of transformational leadership add to measuresof
transactional leadership in predicting outcomes, but not vice versa" (Brain and
Lewis, 2004, P. 137).

And

finally,

the last view

suggests that any given

leader may be both

transformational and transactional (Gardner and Stough, 2002). This view suggests
that transformational and transactional leadership shouldn't be viewed as opposing
approaches to getting things done. The transformational leadership is built on top of
transactional leadership - it produces levels of follower effort and performance that
go beyond what would occur with a transactional approach alone (Huczynski and
Buchanan, 2007; Robbins, 2005). The researchers own observation also concurs
with this view that senior managers in charge of the development projects have been
observed to exercise both styles of leadership in the effective implementation of
their tasks. What however, seems to determine their choice of style, amongst other
things, appeared to be the context and the nature of the task in hand.
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Bass(1990) integratedtransformationaland transactionalleadershipand suggested
that both stylesmay be linked to the achievementof desiredgoalsand objectives.
The componentsof both styles shouldpredict:

"

Organizationaloutcomes
Followers satisfaction

"

Leaderperformance

"

For example, when working with multi-cultural work forces, neither transactional
nor transformational leadership behavior alone is required, but rather a mix of
certain attributes of both styles of leadership behaviors. Bass and Avolio (1994)
indicate that even leader-member-exchange theory researchers have found that
while leader-member-exchange begins with simple transactional relationships, to be
effective the leader-member relationship must progress to a transformational level.
Thus, the mix of transactional and transformational leadership styles would seem to
be of some organizational importance. Great things could be achieved when leaders
use specific leadership behaviors consistent with their deeply ingrained values
(Sarros et al, 2006).
To conclude, organizations
appreciate a certain skill, such as the ability to lead
others. Academics and business people emphasize how important this quality is in
their literature. This ability has been studied for the past fifty years and there is still
a growing interest in the subject. So far the leadership literature is voluminous,
confusing and contradictory. Within those fifty years, leadership has been explored
from many different perspectives and angles. Questions and answers have been
raised, and approaches and theories developed.

One central theme that many

writers agree on is that leadership can be both transformational and transactional,
depending on the situation. Transformational leaders can be seen as highly effective
leaders, comprising of charisma, individualized consideration and intellectual
stimulation. They also have a great vision for the future and motivate others to put
organizational interests before their own interests. Transactional leaders can be seen
asefficient managers that focus on the `now' task. They achieve established goals
by clarifying performance criteria and by forecasting follower's desires.

90

In terms of answering which style is more effective for organizations objectives, the
literature is quite contradictory. A major part of leadership literature sees
transformational leadership as more effective than its transactional friend. The other
part views both styles as twins, both of whom are essential to the organizations
achievements. Pulling all the points together, different contributions have been
made to both transactional and transformational leadership literature. This literature
is still growing as leadership is seen as the `X' factor for business success in both
academic and business literature. Therefore, since this topic is still at its peak in the
world of literatures, and in organizations it is an ability which is much sought, the
solution would be to make further contributions to this literature by looking at ways
in which to develop both transformational and transactional leaders.

3.6. Leader-member exchangetheory and transformational leadership
Gerstner

and Day

(1997)

argued that transformational

leadership seems

conceptually similar to the process of developing a unique exchange relationship
that is central to leader-member exchange. According to leader-member exchange
theory, leaders and followers develop dyadic relationships and leaders treat
individual followers differently, resulting in two groups of followers - an in-group
and an out-group. The in-group consists of a small number of trusted followers with
whom the leader usually establishes a special higher quality exchange relationship.
The out-group includes the remaining followers with whom the relationship of the
leader remains more formal. These varying social exchange relationships are
relatively enduring and they develop owing to the leader's limited time and energy,
and inability to give equal attention to all followers.
The quality of a leader-member exchange has been found to be positively related to
the follower's satisfaction, organizational commitment, role clarity, performance
ratings given by leaders and objective performance, and negatively related to role
conflict and turnover intentions (Schriesheim et al, 1999; Gerstner and Day, 1997).
Overall, the results of studies suggest that having a high-quality relationship with
one's leader can affect the entire work experience in a positive manner, including
performance and effective outcomes. The development of relationships in a leader-
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follower dyad can also be looked at in terms of a life-cycle model with three
possiblestages(Graen and Uhl-Bien, 1991).The relationshipbeginswith an initial
testing phaseand remainsat the out-group level if it doesnot proceedto the next
stage. If the relationship proceedsto the second stage,mutual trust, loyalty and
respectare developed.Somerelationshipsproceedto a third stage,wherein selfinterest gives way to mutual commitment to the mission. According to Graen and
Uhl-Bien, 1991)this final stagecorrespondsto transformationalleadership.
Leader-member exchange is conceptually described as an exchange process, making
it appear to be a transactional leadership model, but it is not usually measured this
way. Members of the in-group are not told what is expected in return for the
rewards they are given as part of a high-quality exchange. Since leaders do not
make explicit demands on in-group members in the form of harder work for these
rewards, the relationship might be better characterized as transformational. Palmer
et at, (2001) found that transformational leadership was positively related to the
ability to monitor and manage ones own emotions and those of others. To the extent
that leader-member exchange measures tap mutual respect, trust and the overall
quality of the working relationship, leader-member exchange theory is oriented
toward transformational leadership. There is emerging support for the claim that
leader-member exchange theory may be transformational, at least at certain times
and under certain conditions (Gerstner and Day, 1997). Therefore, leader-member
exchange is likely to be positively related to transformational leadership.
3.7. Links between transformational

leadership and change management

It is argued (Eisenbach et al, 1999) that there is a need to integrate leadership and
change management to gain a greater understanding of how to effectively enact
change. The

leadership and

change literatures

both

show

that

certain

transformational leadership qualities are uniquely appropriate for leading certain
types of change. For example, research in the leadership area supports the idea that
transformational

leadership is better for non-routine situations (Bass, 1985).

Furthermore, Pawar and Eastman (1997) propose that organizations will be more
receptive to transformational leadership when adaptation (as opposed to efficiency)
is the goal. In the change literature, the definition of event-based pacing (i. e.
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centeredon maintaining status quo and achieving specific goals (Gersick, 1994))
may be a better fit with transactionalleadershipthat emphasizesclarification of
goals, follower compliancethrough incentives and rewards,with a focus on task
completion (Bass,1995).
Transformational,charismatic and visionary leaderscan successfullychangethe
status quo in their organizations by displaying the appropriate behaviors at the
appropriate stage in the transformation process (Eisenbach et al, 1999). When there
is a realization that the old ways no longer work, such leaders may undertake the
task of developing an appealing vision of the future. A good vision provides both a
strategic and a motivational focus. It provides a clear statement of the purpose of the
organization and is, at the same time, a source of inspiration and commitment.
Eisenbach et at, (1999) argued that, consistent with Ford and Ford (1994), this view
holds that leaders create change by providing a vision that is attractive to followers
rather than creating dissatisfaction with the status quo. There is yet no consensusin
the

transformational

leadership

literature

concerning

whether

a crisis

or

dissatisfaction with the status quo is necessary for transformational leadership to
occur. Leaders may not need to create dissatisfaction with the present, but instead
may provide a vision of a possible future that is attractive and engaging (Kouzes
and Posner, 1988).

Even without dissatisfaction or crisis, both sets of literature suggest it is critical that
the leader be a change champion who can assemble and motivate a group with
enough power to lead the change effort (Kotter, 1995). The change literature also
suggests that a leader's ability to effectively use inducements and interventions that
get people to change is only effective if people have an active need that the change
can satisfy (Eisenbach et al, 1999).

As describedin the changeliterature,in order to pull or attract followers to different
change possibilities, the leader must craft an appealing vision that takes into
considerationthe underlyingneedsand valuesof the key stakeholders(Eisenbachet
al, 1999).Oncethis vision is developed,the leadermust implementthe change.This
could be done through intellectual stimulation, wherebythe leader setschallenging
goals for the employeesand motivatesthem to rethink old ways of doing business.
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The leader frames the changeby appealingto follower needsfor achievementand
growth that induces the follower to find the changeattractive (Eisenbachet al,
1999). The process may also be facilitated if the leader shows individualized
considerationwhere he or she provides support, coaching and guidance to the
employees.Coachingandguiding behaviorsareparticularly importantin large-scale
transformationand in the developmentof self-managingwork teams.A number of
modemcorporationsareadoptingthe team approachto structuringthe organization,
which in itself is a major transformationof the culture.
Eisenbach et al, (1999) argued that a transformational leader would be a good
facilitator of this process by promoting the creation of a culture that encourages
team-decision making and behavioral control. Individualized consideration would
also play a role in neutralizing the inevitable resistance that is bound to accompany
the transformational process. The leader must work at getting large numbers of
people in the organization involved in the transformation process. Otherwise, it is
likely to be greeted with cynicism and strong resistance from key constituents,
which is a sure-fire route to failure. This idea that the transformational leader
creates a culture which embraces change is consistent with the change literature
research by Brown and Eisenhardt (1997). Their description of the three key
characteristics of successfal managers in continuously changing organizations
proposes that the successful leader creates a system that is neither too rigid nor too
chaotic.

Eisenbach et al, (1999) conclude that throughout the transformation process, the
leader should set high performance expectations and reward behaviors that are
directed toward fulfillment of the vision. It is also important that the leader models
the behaviors that are required to institutionalize the change and sets the standards
for the rest of the organization to emulate. As Kotter (1995) argues, change sticks
only when it becomes "the way we do things around here", when it seeps into the
bloodstream of the corporate body. This is similar to Sastry's (1997) conclusion that
enforcing a waiting period after every significant change in strategic orientation is
necessary to maintain competence. The transformational leader can play a critical
role in communicating how the changes have led to better performance and ensuring
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that the next generationof top managementpersonifiesthe new approach(Kotter,
1995).

The implication

of the above for the present research is that the Muscat

Municipality is responsible for bringing about changes in order to modernize the
environment for the public. The development programs and projects are being
implemented in a dynamic environment. The notion of change has been integrated
into the ethos of the organization. The Municipality can therefore be characterized
as a change organization whose senior management are the change agents. In this
dynamic and ever fluctuating situation, they are expected to remain both competent
and effective in bring about, managing and maintaining change and change
situations.

3.8. Links betweentransformational leadership and team management
It is argued

(Dionne et al, 2004) that largely, an adaptation of the successful
Japanese model of management, pioneered by Edward Deming (Dess and Miller,
1993), in the 1980s produced new corporate cultures that valued flexibility, quality,
customer service and motivated employees. The total quality management (TQM)
movement emphasized by Deming focused on continuous process improvement
achieved via quality management and quality circles, and empowered employees.
Teams are an outgrowth of the quality management process, and go beyond the
quality circles and empowerment trends that achieved popularity in the 1980s (Dess
and Miller, 1993). When used effectively and provided with proper training (Stout
et al, 1997), teams could lead to increased production, morale, creativity and
innovation (Dionne et al, 2004).

Team performancehas been addressedin the team literature as a generalized
framework that includesinputs (i.e. resources),processes(i.e. collective effort) and
outcomes (i.e. specific performanceindicators) (Guzzo and Shea, 1992). This is
becausespecific performanceindicators and availability of certain resourcesmay
vary from team to team (Dionne et al, 2004).
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Characterizing team performance as a process-oriented construct is not a new
phenomena in the team performance literature (Glickman et al, 1987). Team
process-based performance may include, among others, levels of collective effort
expended or the quality of interpersonal relationships, which is similar to what
(Glickman et al, 1987) refer to as a `teamwork' focus on performance as opposed to
a `task work' focus. Dionne et al, (2004) argued that representing team performance
as a teamwork

process construct

enables theoretical linkages

related to

interpersonally based processes that are likely to be present in all teams, such as
communication, conflict management and cohesion. As such, it is reported that team
performance is the product of the quality of the interpersonal relationships, or in
other words, the result of a team-work process-based construct.
Although previous research has established a direct transformational leadership and
team performance linkage (Balthazard et al, 2002; Kahai et al, 2000), sparse
research exists that examines inside the leadership/team performance relationship
`black box'. Prior research has found evidence of teamwork processes such as
cohesion and conflict management improving team performance and functioning
(Evans and Dion, 1991; Sundstrum et al, 1990). Transformational leadership-team
performance model expanded previous direct linkages and examined the role that
various teamwork processes may play in impacting a leadership and team
performance relationship (Dionne et al, 2004).
Dionne et al, (2004) discussed how transformational leadership can impact
teamwork processes through a variety of intermediate outcomes. Although there is
evidence of direct and mediated effects of general transformational leadership on
group performance (Bass, 1990), Dionne et al, (2004) showed an understanding of
team performance by examining alternative explanations regarding how specific
transformational behaviors may impact underlying teamwork processes such as
communication, conflict management and cohesion. Previous empirical studies
demonstrate the effectiveness of transformational leadership training on outcomes
such as subordinate commitment (Dionne et at, 2004; Barling et al, 1996), ratings of
transformational leadership (Kelloway

et a], 2000) and directly on followers'

development performance (Dvir et al, 2002). However, these studies do not
specifically focus on the implications of transformational leadership training
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designedfor leading teamseffectively. Dionne
et al, (2004) developeda model that
gives specific guidanceas to how particular transformationalleaderbehaviorsmay
affect specific teamwork processesand performance,and in turn, provide a more
specific, relevant focus for team leadertraining. They reportedthat the timing of a
transformational leadership training program may also be crucial. Several team
training and team performancescholars highlighted the importanceof teamwork
processesbeing developedearly in the team'slife cycle. Therefore,transformational
leadershiptraining may be indicated early in a team'stenure, since this type
of
leader behavior may serve to promote improved teamwork process and further
cementteam goalsand strategies.
3.9. Researching leadership/managerial

effectiveness

Leadersmay have all the capabilities and competenciesthat they need, and their
followers have all the attributesnecessary,but if the effectivenessof the leader is
missing then, little progressis likely. Someresearchersbelievethat the difference
betweenindividuals who are
effective leadersand thosewho are ineffective relates
not to their personal traits, style or skills (Analoui, 1995) but to a host of parameters
including their professional needs, motivation, and constraints and choices they
experience in dealing with work related issues. Drucker (1999) stated that heredity
and early childhood experience were the most important factors in leadership.
Maslow (1970) shared this view of leaders as inherently different: leaders have
goals embedded in their natures so they can put energy into projecting their goals in
the form of visions for organizations which excite others to work towards turning
these into reality; managers have goals derived from external sources that do not
from
their own psychological make-up.
come
One of the early studies in managerial and leadership effectiveness is McGregor's
study. McGregor (1960) believed that leaders' styles derived not from concern for
people and concern for results but from the psychological assumptions that
managers have about their staff. Theory X managers tend to believe people have an
inherent dislike of work and avoid it, where possible, prefer to be directed, want to
avoid responsibility and need to be coerced and controlled to meet goals. This view
leads to a directive style of leadership with goals established and disseminated
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down. Theory Y managers,on the other hand, believe people seek responsibility,
derive satisfaction from work and will work hard towards organizationalgoals if
they understandthem and are rewarded for their efforts. This view leads to a
participative/co-operativestyle of leadershipwhich encouragesself managedteams
and delegation.
Leadership may be seen, therefore, as being about establishing what followers want
and satisfying that through some process of exchange in which both sides can win.
Researchers looking at the relationship between leaders and teams have found that
leaders may use the psychological phenomena of 'transference' and 'projection' first
described by Freud. Researchers believe that some leaders may be more aware of
these psychological processes and indeed actively encourage them as part of their
leadership approach.

Human relations theory redefines leadershipeffectivenessin interpersonal terms
ratherthan as a formal role with functions or proceduresto be followed. Proponents
emphasizethe importanceof awarenessof self and of group dynamicsin effective
leaders.They statethat the relationship-orientedbehaviorsare more important and
effective than task orientedbehaviors.Analoui and Karami (2003)seeleadershipas
by and large an emotional rather than intellectual process. They state that what
really makes organizations successful is how people feel about their work.
Therefore, leadership is about creating positive feelings on the part of followers in
order to deliver better results for service users. Feeling confident, trusting, safe,
motivated and committed is seen as the means of generating innovation. It has been
argued that the task of leadersto unleash the innate pleasure and human potential to
be derived from personal development and personal recognition in the pursuit of
team objectives (Analoui, 2000).

The major proponent of this view, however, is Daniel Colemanet al. (2000), who
contendsthat, the bestleadersdo not seeemotions as 'noisecluttering the rational
operationof organizations'but insteadunderstandtheir powerful role andpotency in
the workplace. Golemanet al (2002) statethat the leadersetsthe emotionalstandard
delivering both
- their emotional reaction and mood plays a significant part in
tangible results and intangibles (like morale, motivation and commitment) by
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influencing the emotional response and mood of others. It is in this area of dealing
with feelings and conflict that Analoui (2000) suggests social work trained staff
may be expected have a head start! This is because, he believes, the skills of
listening, dealing with feelings, concern for the individual, problem solving,
advocacy and challenging the misuse of power are also those needed to perform
competently in a leadership role. Zaccaro et al (2001) argues that views which focus
on the quality of leaders only tell half the story. He sees leadership as being
'authorized' by followers: leadership is not the behavior of a person at all, but rather
a property of a social system. Leadership is seen as something that arises from a
process of invitation and acceptance.
It is suggested that (Zaccaro et al, 2001; Kakabadse, 2000; Analoui, 1999)
leadership effectiveness also includes the ability to encourage reflexivity which they
defined as 'the extent to which group
members overtly reflect upon the group's
objectives, strategies and processes, and adapt them to current or anticipated
circumstances. Kouzes and Posner (2007) also found that spontaneity and task
competence were deemed important by followers. This was further defined as the
leader's ability to:

"

initiate a wide range of activities

"

develop wider opportunitiesfor individuals to participate

"

contributeto problemsolving effectiveness

"

co-ordinate and initiate contributions

"

evaluate

"

give information

"

give/seek opinions

"

motivate

The influence of followers on the effectivenessof their leader has received much
recent attention.Someresearchershavefound that maintainingthe correct 'personal
front of competence'is important in enabling the leadershiprole to be maintained.
Zaccaro et al, (2001) studied how the competenceof leaderswas perceivedand
found that subjectsbecameless willing to comply with leadersperceivedas being
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relatively incompetentand rated them as less effective. They explained this by
saying that displaying competenceon group tasks/norms'earns'the leader 'credits'
which allow the leaderto initiate activity that deviatesfrom group norms.However,
the work of Karami et al (2006) suggeststhat leadershipis about negotiatingthese
deviations from group norms (e.g. hours
of work) with followers who see these
deviations as trade-offs against close conformity to other norms which meet their
needs(e.g. promoting group cohesionand taskperformance).
The importance of leaders creating effective followers, and reflecting problemsolving back to those followers, has received much attention recently. Karami et al
(2006) for example sees effective leaders as encouraging and supporting workers to
solve their own problems, so promoting the development of a problem-solving
team. This will not work if there is an emphasis on status and control. Leaders in
this situation are seen instead as facilitators of change rather than as the 'square
jawed decision makers' of the past. This view of leadership means giving up any
notion of 'always knowing best' and acknowledges that uncertainty, doubt and
bewilderment are as important as energy and direction.

3.10. Analoui's Model of Eight Parameters of Managerial Effectiveness
With the recent concern for reform and adoption of new leadership and management
within the public sector, much attention has been given to the effectiveness of the
senior managers, as leaders and their performance by theorists, management
researchers, developers and practitioners in developed, developing countries (DCs)
and traditional economies (TEs) (Margerison et al, 1987; Kakabadse, 1983; Kotter,
1982). This organizational phenomenon, illusive in nature, has been known and
labeled as a concept which is difficult to quantify (Bennet and Brodie, 1979), and
even more difficult to measure (Analoui, 1994), yet it is often talked about and has
attracted much interest from lateral and multi-lateral agencies, and has also been
acknowledged by serious researchers such as and Mintzberg (1973), Margerison et

al (1987) and Analoui (1998),
Managerial effectivenesswithin DCs and TEs, however, has hitherto evolved
mainly around, not the managers,but the organizationalsetting (Mullins, 2005),
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social, cultural and political contexts (Analoui 1995; 1997), and has been debated
within the boundaries of an open system theory (Willcocks, 1992). The recent surge
of interest from academia points to the managers' own choices, and the contentious
issue that managers' performance is inevitably
contingent upon and affected by the
casual and behavioral influences within their immediate and wider socio-economic
and cultural

setting

(Mullins,

2005).

This

includes their

perception and

understanding of what constitutes effectiveness in a particular context (Analoui and
Karami, 2003).

Senior managers and officials are believed to make a major contribution towards the
well-being and development of their nations in a particular economy (Blunt, 1992).
The questions and issues which have not been adequately addressed, especially
within DCs' and TCs' contexts, concern the causes and sources of influences,
including managers' own perception,
which influence the degree of effectiveness of
the individual senior managers and executives, and arguably their organizations and

nationsas a whole.
Analoui (1999) argues that despite the considerable attention given to managers and
their

effectiveness in

the last few

decades, a great deal of

confusion,

misunderstanding and concern still surrounds the subject. He continued that
recently, attention has been drawn to the importance of the role of the public sector
to the realization of the growth and development of the developing world. Analoui's
(1999) research in managerial effectiveness is a major contribution to the study of
management and leadership effectiveness in the public sector. He identified eight
managerial/leadership parameters. These parameters are based on the findings of a
research project carried out by Analoui (1999) in the Ministry of Environment and
Science and Technology in Ghana and which led to the emergence of the model
`Eight Parameters of Managerial Effectiveness'. The study aimed to identify the
casual and behavioral influences which determine the managerial effectiveness of
senior managers in the public sector. The results point to the presence of factors
which constitute `parameters' of effectiveness at work.

The eight major clusters of influences, referred to here as `parameters', of
managerial effectiveness, namely: the senior managers' perception; skills and
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knowledge; organizational criteria; motivation for effectiveness;constraints and
difficulties; choicesand opportunities;inter-organizational
relationships,and finally
dominantmanagerialphilosophy are discussedbriefly (Analoui, 1995).
Evidently there is a need further research and the adoption of a holistic approach to
public sector reform as a means of achieving increased managerial effectiveness.. In
this respect, the researcher intends to explore the relevance of eight parameters of
managerial effectiveness in the Muscat Municipality, a public sector organization in
Oman. These parameters will be discussed below.

3.10.1. Managerial perception (first parameter)
The senior managers and officials are asked to consider the question, "How would
you describe an effective manager?" This query is aimed at exploring the perception
of the senior managers of their own effectiveness and at discovering what
characteristics and qualities they think an effective manager should possess. The
responses provided ranged from `ability to supervise', `being a good leader', to
being concerned with `deadlines', `honest', `experienced' and `able to deliver goods
on time'.

The description provided also varied according the type of organization the
managers belonged to. Such perceptions also represent the characteristics of a
manager whom they often refer to as `ideal'. In this respect the question is; do
managers say something about themselves or do they describe an ideal manager?
The analysis indicates that on the whole, managers have in mind an image of the
effective manager they aspire to be or, more importantly, that they wish their
superior to be. It is particularly interesting to discover that in situations where the
managerial control is complete and which leaves little room for expression of
discontent, the managers will use such occasions (of using questionnaires or
interviews) to describe how they feel about their organizations and their immediate
superiors. In terms of perceived status, it suggested that the more senior the
managers, the easier they will find it to provide a description of who and what they
think an effective manager should be. Analoui in exploring this phase (first
parameter) of the study concludes that, `the impression given is that it is not enough
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to be ableto get the job done, simply becausemanagerialpositionsalso requirethe
ability to work with people. The fact that most managerswere critical of the way
they were being managedor the way things arein their organizationis indicativeof
their frustrationand dismaywith the presentsystemwithin the public sector.
3.10.2. The need for managerial skills (secondparameter)
Senior managersand executives are asked to suggest between three and five
managerialskills in order of priority to them, which in their view are essentialfor
ensuring increase of effectiveness. Analoui points out that, "the responsescollected
were weighted according to their corresponding order of priority and a total 32
levels of skills and competencies were identified" (Analoui, 1999, p. 369).
Analoui's work reveals the different descriptions of skills, these skills depending on
the priority assigned to them by the senior participants, are then divided into five
major skill categories for each organization. Further analysis shows that from
among the numerous skills, knowledge and abilities which were reported to be
essential for increased managerial effectiveness, the most important ones are
associated with the people-related and analytical categories and not the task-related
ones. Other skills such as delegation, being a good planner, organizing ability, good
human relations and leadership skills indicate that, as expected, senior managers are
more in need of `interpersonal' and `analytical skills' rather than `informational'
and `decisional' as has previously been described in the available literature.
Analoui (1999) discovered that, `three important issues emerged from his data.'
These are:

"

There seems to be a similarity between the characteristics attributed to an
effective manager and the skills which are required to remain effective. This
consistency in the responses given has important implications for the way
managers perceive themselves and others, and in particular their superiors.

"

People-relatedand analytical skills seem to be the most important skills
required by managersfor their effectivenessat work. While most skills tend
to equip the managersto becomemore successfulin their interactionwith
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others, the self-related skills seemto be neededin order to compensatefor
the lack of attentionand supervisionexpectedby them.
"

Again the responses were partly expressing the senior managers' expectation
of others, in particular the leadership of the organization, and partly
providing what they thought were the main ingredients for being effective.
Data generated through interviews indicated that in most cases respondents
felt that possession of these skills would

`hopefully'

lead to more

effectiveness at work but in reality they felt that the situation may never
change. In many cases the list of skills provided seems to be projection
rather than accurate self-assessment.

Analoui (1999) in his discussionof secondparameterfor effectiveness,cameto the
conclusion that, `the responsesprovided largely concur with the findings of
previous studies of the senior managersin developedand developing countries.
Senior managersbecome more and more aware of the need and necessity for
possessionof skills which enablethem to work with people; simply becausethe
awarenessis gained that one cannot be effective unless one can work with or
through people, namely colleagues, peers and subordinates.It is probably not
surprisingto report that seniormanagersrequire as much if not more `management
development'than `management'.
3.10.3. Organizations] criteria (third parameter)
This parameter refers to criteria for effectiveness by the organization. It is
concerned with the way the organization determines whether or not senior managers
are effective - this changes from one organization to another. In the case of senior
managers in the Ministry of Environment in Ghana, senior managers were
specifically asked to comment on what they felt to be the criteria for their
effectiveness (Analoui,

2002). Since the Ministry

is comprised of a number

organizations, as expected, different lists of factors were reported. Evidently, each
organization because of its unshared cultural specifications, which is derived from
the nature of the work, its history, size and the like, tends to implicitly and explicitly
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support a particular way of working and standard(Handy, 1985) with which the
effectivenessof the memberswill be measured.
Analoui's (1999) analysis shows that, `from a list of 38 criteria used to determine
effectiveness, the ten most widely used criteria throughout the Ministry, ranged
from `meeting targets', the most important one, to `increased productivity' the least
in the list of the priorities. In organizations such as the EPA, (Environment
Protection Agency), research institutes such as the CSIR (Council for Scientific and
Industrial Research) and GAEC (Ghana Atomic Energy Commission), periodically
projects were discussed and targets were set. Most senior and executive managers
expressed the opinion

that the most important indicator to them for their

effectiveness was that their staff were achieving targets. However, it became clear
that targets were often `set' for the subordinates, with little degree of involvement in
the setting of those targets on the part of the employees concerned (Analoui, 1999,
p. 371).

As shown in the review of the literature, there is usually a tendencyon the part of
the senior managers and executives to identify with the core values of the
organization(Analoui and Karami, 2003; Kakabadse,1985;Handy, 1985).
3.10.4. Motivation (fourth parameter)
As suggested earlier, in order to understand effectiveness, attention has to be paid to
all parameters of the phenomenon, particularly the motives behind the actions
undertaken by managers (Analoui, 2000). The analysis of the quantitative data
revealed, not surprisingly, that the motivators were those factors which were not
already present at work. According to Analoui `all managers reported that their
effectiveness is adversely affected by the low level of remuneration since they had
to `think about' how to compensate for the lack of it, and/or spend time outside of
the organization, often on `projects of some sort to feed their family' (Analoui,
1999, p. 374). This is in line with Herztberg et al's notion of hygiene factors and
their influence on people's attitudes to work (1959). Both Analoui (1999) and
Hertzberg et al (1959) confirmed the importance and the role of intrinsic factors as
an significant motivation for senior managers. This reveals that top management
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show deep dissatisfactionwith the `worsening situation'. "How can we [senior
managers]motivate our employees?We haveno control over it at all" It is therefore
understoodthat employeesfrom time to time needto `earn somemoney'; therefore,
their absencefrom the organization is not complained about seriously (Analoui,
1999, p. 374). This however is not unique to Ghanabut common acrossthe public
sectororganizationsacrossthe developingcountries.
On average,it will be reportedthat the monthly salaryof a managerswill only "take
care of a third of their monthly expenses".Almost all managerswill have to
supplementtheir monthly remunerationwith somesort of secondearning,which in
many caseswill take them away from their workplace and even periodically their
country (Analoui, 1999,p. 374).
The most interestingpoint, however, is one which goesbeyond `remuneration'or in
this case the lack of it. Motivators, such as `recognition from superiors', `job
and `training and self-development' were reported as the main
motivating factors towards senior managers' effectiveness. Thus, these and other
satisfaction'

factors such as `promotion' and `good teamwork' seemed to be symptomatic of the
following issues.

11 The reward system within the public sector acts as a de-motivator and
adverselyaffectstheir effectivenessat work.
"

Managersfeel that they do not receiverecognitionfor work well done.

"

The managerialstyle adoptedby the top managementis responsiblefor this.

"

Job satisfaction,especiallyamong scientists,seemsto be the most important
motivator for remaining in their posts.

"

Achievement of targets set also adds to a sense of job satisfaction and thus
acts as a motivator in their work. Those managers who were responsible for
challenging work found the challenge to be motivating and the main reason

for their effectivenessat work.
"

Provisionof resourcesand teamworkaresuggestedto work as motivators.
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Analoui (1999)points out that, `it was interestingto note that what wasexpressedas
the motivators were indeed the problem areasand the main sourcesof discontent
and frustration on the part of the senior managers.Devaluationof the currency,
inflation, a substantialdecline in the purchasingpower of the managerstogether
with organizational structural reform adds to the worseningsituation as far as the
motivation for effectivenessis concerned'(Analoui, 1999,p. 374).
3.10.5. The degree of `demands' and `constraints' (fifth parameter)
Analoui (1999) states that, it is difficult if not impossible to deal with the issue of
effectiveness at work without considering the `constraints and demands' with which
managers are faced. Realistically, managers are not free floating agents, allowed to
do what they desire. In almost all organizations, there are inhibiting forces which
slow down the progress and need to be managed, removed or negotiated. In line
with an open system approach towards understanding managers, their works and
effectiveness, the managers are asked to report the obstacles, difficulties, demands
and constraints at work. In this respect, Analoui points out that, "analysis of the
data provided a list of factors which were reported as having an adverse effect on
the effectiveness of the managers, though managers in each organization naturally
experienced different sets of difficulties" (Analoui, 1999, p. 376).
These difficulties are: inappropriate resources, shortageof appropriate staff and lack
lack of
of/or inappropriate training, poor remuneration, lack of motivation,
teamwork. The constraints and demands, whether those identified and briefly
introduced or those which will be never mentioned, such clusters of demands at an
individual, organizational or wider social level, leave the managers with very little
chance to determine their own level of effectiveness.

3.10.6. Presenceof `choices' and `opportunities' for effectiveness(sixth
parameter)
Stewart (1991; 1982) suggests that the choices open to managers in order to be
effective at work are primarily determined by the degree of demand placed on them
35
and the constraints in their job. According to Analoui (1999, p. 380), `a total of

107

factors related to the choices available have been identified, from
which the ten
important
most
onesare listed: (1) training (self), (2) on-the-jobtraining, (3) parttime study, (4) necessaryresources/equipment,(5) teamwork/co-operation,(6)
better remuneration, (7) funding, (8)
more appropriate staff, (9) visit other
units/establishments,and (10) effective/regularcommunication.
The responses of the senior managers point to solutions and ways of dealing with
their individual situation in order to become more effective. The opportunities will
be in a sense related to demands and constraints. It appearsthat the presence of the
constraints and demands force senior managers to think of a `way out'.
Unfortunately, in most cases and only in interviews, senior managers revealed that
training, part-time study and full-time secondment, visits abroad including attending
seminars, conferences and other scientific venues are seen as ultimately enabling the
senior managers to move up or move away.
3.10.7. Nature of inter-organizational
Implicit

relationships (seventh parameter)

and explicit remarks are frequently made where the overall subject of

managerial effectiveness is being discussed. In this respect, Analoui states that `all
respondents saw their effectiveness as being affected, if not determined, by the
overall effectiveness of the organization' (Analoui, 1999, p. 382). Furthermore he
adds `it was evident that the respondents were aware that there is a two-way
relationship between their effectiveness and the organization that was determined
partly by their organization's relationship with other organizations and agencies,
both nationally and internationally' (Analoui, 1999, p. 383).
3.10.8. Dominant managerial philosophy (eighth parameter)

It has been establishedthat the dominant managerialphilosophy in an organization
does influence the operationswhich are carried out in it and the roles performed,
and generally it influencesthe flow of information, andthe informal and structured
relationships among the people in the organization. The leadership of the
organization provides the standardfor the patternsof behavior and therefore has
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proven to be a decisive factor in determining the effectivenessof the managersin
the organization.
Analoui (1999) statesthat `the data, whether in qualitative or quantitative form,
have been tainted by the presenceof this influence of the managerialphilosophy
and style of top executivesand its related agencies'(Analoui, 1999, p. 386). The
traditional preference for `politically correct administration' as opposed to
managementhas resultedin many instancesin the ineffectivenessof the individual
managers and the organization as a whole.

Ultimately, the degree to which the executivesand senior managersadhere to
traditional management,or to correct administration principles varies from one
organizationto another.In this respect,Analoui reportsthat, `apartfrom a few top
senior managersand executiveswho did feel that there is a need for changeof
attitude and policy, the others seemedto remain insistent that being at the top
justifies the lack of need for managementtraining and the adoptionof participatory
approachesto their managementof task and people at work' (Analoui, 1999, p.
386).

3.10.9. Contextual influences on managerial/leadership effectiveness
Analoui (1999,2007) contendsthat senior managers/leadership
effectivenessdoes
not occur in a vacuum. It should be consideredin context. According to him, while
the effectiveness of the senior managers(leaders) is being influences by the
presenceof the eightparameters,it is importantto bearin mind that effectivenessas
the whole, in someways, to a greateror lesserextent,is being determinedby the
contextualfactors.He goeson to suggestthreemain contextsin which effectiveness
occurs. These are;

"

Personal,

"

Organizational(internal),and

"

External(environmental)contexts
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PersonalContext: as shown the emergingliterature
proposesthat effective leaders
are differentiated from other leadersthrough the exerciseof a relatively small range
of skill or competenceareas(Goffee and Jones,2000; Kakabadse,2000; Analoui,
1999). The way in which leadership
skills and competenciesare exercisedis not
prescribed,but is the function of the underlyingpersonalityof the leader(Dulewicz
and Higgs, 2005; Hogan, 2002). As Collingwood, (2001) and Dulewicz and Higgs
(2005) argued, it is becoming
evident that leadershipis personal.This important
issuerelatesvery muchto their
perceptionof their own andotherseffectiveness.
The literature, as illustrated, supports the above propositions. The personality of the
leader, his or her attributes,
plays an important part in the exercise of leadership
(Dulewicz and Higgs, 2005; Collingwood, 2001). The
eight mentioned parameters
for effectiveness need to be considered in a way which is congruent with the
underlying personality of the leader. From a `sense making' paradigm, it can be
argued that competences such as envisioning, engaging, enabling, enquiring and
developing (Kakabadse, 2000), and categories of managerial skills such as task,
people, and self and analytical ones (Analoui, 1993) reflect the reality of leadership,
that a leader's personal and cognitive state do matter and indeed are determinants of
the success the leadership.

Indeed, the literature on leadership has consistently

ignored cognitive elements for the last few decades. These findings may suggest
that a leadership framework based on combining cognitive, behavioral, personality
and learning factors may be a useful one within which to study leadership.
Organization Context: As stated earlier it is clear that there is a dynamic
relationship between the leaders and the organizational context. Analoui proposes
(1999,2007) that in order to appreciate the effectiveness of senior managers', their
efforts and styles ought to be considered in context of the organization in which
they work. He goes on to contend that the organization and the nature of work
production, public or private, do have an affect on the degree of the effectiveness of
the leadership (Analoui and Karami, 2003; Analoui, 2002).

Within the developing world, organizations such as the Muscat Municipality are
confronted with different needs, expectations and priorities. Such an organization is
one of the front-runners of development and as such their leadership effectiveness is
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a crucial consideration.Therefore,as suggestedin the presentresearch,it may be
reasonableto include organizational factors such as strategy,culture, policies and
practices, and its ability to learn as an organization (Dulewicz and Higgs, 2005;
Sengeet al, 2000; Analoui, 1999) in the analysis of the leadershipeffectiveness.
Thus, it is important to bear in mind that the relationship between leader and
organizationis potentially a dynamicone.
External Context: There is an abundance of support for the view that the overall
external context in which both the actors and organization operate has an important
influence on the effectiveness of the organization as a whole and the degree of the
effectiveness of its senior management (Karami et al, 2006; Analoui, 2002;
Kakabadse, 2000). The contemporary literature on leadership and strategic
management points to the various methods senior managers and policy makers use
to analyze the environment. It is argued that differences in culture, politics,
education and even regional characteristics do impact on the effectiveness of the
organizations (Analoui, and Karami, 2003). Studies of the managerial effectiveness
in Ghana, Iran and Romania (Analoui, 1997), illustrate the need for inclusion of the
external forces in the analysis of the organizational and senior management
effectiveness. Analoui (2007) in his analysis of the effectiveness of the board of
directors suggests that external factors such as geographical position, cultural,
technology, politics, legislation and international stakeholders, to name a few, all
influence the formulation and consequently the nature of the organizational policies.
The impact of globalization is no longer limited to the private sector in the
developed world, third world countries and transitional economies too are affected.
This simply means that the geographical separation of countries and individuals has
become unimportant. Globalization means that `the fate of a Third World village,
dependent on the export sales revenues from a single cash crop, is decided by price
movement exchange in New York or Frankfurt' (Huczynski and Buchanan, 2007).
Loans and grants from the World Bank have enabled the Muscat Municipality to
implement several large-scale projects. It is argued that senior managers do scan the
environment and are aware of the changes in all aspects of their environment
(Analoui and Karami, 2003). What probably makes the difference between the
degree of effectiveness of senor managers and leaders is not therefore solely their
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perception but also their awarenessof the opportunities present within the
environment(Storey, 2004; Analoui, 2002).
3.11: Exploration

of managerial/leadership

Municipality,

effectiveness in Muscat

Oman.

As stated in chapter One, the main aim and objectives of the present study are to
explore the dimensions of managerial and leadership effectiveness of senior
managers in context of the Muscat Municipality, Oman. To achieve the ambitious
objectives of this first time study in Oman, it is proposed that Analoui's model for
analysis of managerial effectiveness will be adopted in order to explore and identify
the relevance of the eight identified parameters for the senior managers and
leadership of the Muscat Municipality. The intention is to better understand how
these parameters influence senior managers, who are, as mentioned earlier, charged
with the leadership of large development projects, and their degree of effectiveness
at work.

As explained, the inclusion of the contextual factors by Analoui (1999,2002,2007)
is found to be particularly
potent and relevant for the present analysis. Oman is a
developing country and the Municipality, a public sector organization, draws
similarities with contemporary research carried out in this field. It is believed that,
not withstanding the importance of the other parameters of the nature and degree of
the effectiveness of senior managers, the effectiveness of the leadership style
adopted can be attributed to the style adopted by the senior managers and leadership
of the organization. In the case of the present research, the researcher intends to
extend Analoui's

model to include the proposition

that senior managers'

effectiveness can be attributed to the transformational

and/or transactional

managerial and leadership styles adopted when discharging their daily duties,
including implementation of the municipality's large development projects. It is
believed that this first time exploration will further add to our existing knowledge of
leadership behavior, cognitive abilities and the choices that they make when
deploying

their effectiveness in

work organizations. Identifying

the major

effectiveness dimensions for the improved performance of the senior management
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(leadership)of the MuscatMunicipality will haverelevanceand implicationsfor the
improvedperformanceof the leadershipof the public sectorin Omanas a whole.

3.12. Summary Conclusion
This chapter discusses the application of the leadership theories in the context of
effectiveness in order to develop the conceptual framework for the present research.
To achieve this, the literature reviewed has been synthesized. It has been argued that
the present concern for leadership effectiveness is derived from some fifty years of
research on various aspects of leadership, especially the leadership style adopted by
senior managers. Whilst some prominent writers emphasized on the importance of
the needs of the situation (context) for understanding the transformational or
transactional leadership styles adopted, others focused on the importance of
including the personal and cognitive attributes of the leaders in determining their
style and performance at work.

Contemporarywriters on leadershiphave concluded that leadershipstyle could
comefrom `within' and that in the end achievementsflow from followers of a selfleadership style. The notion of the `seven essences' of leadership and the
importance attached to their traits and personal attributes define and interpret the
concept of leadership and those who possess leadership attributes.
The approaches adopted by leaders demonstrate the significance of including the
leadership behaviors, and that leadership styles are patterns of behaviors that leaders
use in their interactions with their subordinates. In identifying the criteria for
organization effectiveness, leadership styles including

coercive, authoritative,

affinitive, democratic, pacesetting and coaching were discussed.

In describing transformationaland transactionalleaders,the writers on leadership
show a great deal of interest in characteristics such as visioning, intellectual
stimulation and the like. The debateon transactionalas opposeto transformational
leadersstatesthat thesetypes of leaders excel at managementfunctions and take
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pride in running things smoothly and show a great deal of interest in efficiency.
However, their vision is narrow and they tend to resort to
manipulation to achieve
the objectives of the organization. Transformational leaders, on the other hand, tend
to possess charisma, inspiration,

intellectual

stimulation

and individualized

consideration. Although, having said that, it is also recognized, that depending on
the circumstances, the leadership may adopt a combination of both styles in pursuit
of their objectives.

In the debate on leader-member relationships and the nature of influence of its
followers on the leader, there is emerging support for the claim that leader-member
exchange theory may be transformational, at least at certain times and under certain
conditions. Transformational leaders set high performance expectations and set
reward

behaviors

that

are

directed

towards

fulfillment

of

the

vision.

Transformational leaderscan explain how performancecan be achievedin team
formation and can be usedas a basisfor realizationof the change.
A detailed review of the managerial/leadershipeffectiveness demonstratedthe
importance of adopting the appropriate leadershipstyle, to amongstother things;
bring about the desired performanceon the part of the followers or employees.
Effective leadersmotivate, inspire and facilitate ratherthan act as the `squaredjaw
decisionmakers' of the past.
In delineating the aims and objectives of the present research, it was concluded that
exploration into managerial/leadership effectiveness requires paying attention to a
myriad issues which influence the effectiveness of the senior managers in the
Muscat Municipality
- the very actors in charge of the large scale projects who are
the focal point of the present research. After evaluating various approaches, it is
concluded that Analoui's model of parameters of effectiveness forms a suitable
starting point from which to explore the nature and extent of the leadership
effectiveness in

the Muscat

Municipality.

It

was demonstrated that the

comprehensivenatureof this model allows for further explorationinto assessingthe
extent to which senior managersand the leadershipof the Muscat Municipality
adopt transformational and/or transactional leadership styles. The experiences
accumulatedfrom researchinto managerialeffectivenessof the public sectorwithin
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developingcountries,makesAnaloui's model suitablefor applicationin this study.
Indeed, consideration of the contextual (personal, organizational and external
factors), as well as behavioral influences (the eight parameters) enable the
researcherto explore and assessthe leadershipeffectivenessof senior managersin
chargeof the large scaleprojects from a multi-faceteddimension.
The next chapter will focus on the context in which effective leadership occurs.
Thus attention will be paid to Oman; its geographical attributes, history, cultural
influences, the Municipality as a part of the Oman public sector, the case study and
its role in managing development in Oman. This discussion will pave the way for
exploring the methodological issues and construct pertinent to this research.
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Chapter Four: Oman and the Role of the Muscat Municipality
4.1. Introduction

As explained in chapter one, the main aim of this research is to explore the factors
and influences which have given rise to the effectiveness of the senior managers in
the Municipality of Muscat. Writers on management support the view that in order
to understand the parameters of leadership behavior (Analoui, 2002; Willcocks,
1992), it is essential to pay attention to the context in which such behaviors occur
(Analoui, 2007; Karaini and Analoui, 2003; Kakabadse and Kakabadse, 2000).
Thus, in order to gain a better understanding of the wider geographical, socioeconomic and political environment of Oman as well as understanding the position
and the role of the Muscat Municipality in the development of Oman as the whole,
pertinent information, from the authors own observation and secondary sources

(Lewis 2001)have beencompiledand will be presentedin following sections.
Following a short historical account attention will be paid to the Economic
DevelopmentPlan. This will be followed with a discussionon the crucial role and
responsibility of the Muscat Municipality in the modernizationof Oman. The
Municipality, its structureand responsibilities,particularly the large-scaleprojects,
will be discussedin somedetail. Also, the priorities, strategy,recentachievements,
sources of income including the m-Rail and e-governmentwill be discussed
accordingly and relevantconclusionswill be reached.
4.2. Historical background
The Sultanate of Oman is located on the southeast coast of the Arabian Peninsula.
It has borders with United Arab Emirates, Saudi Arabia and Yemen. The history of
Oman is replete with many exploits by locals and invaders. From 1508 to 1648, the
Portuguese occupied the country. The Portuguese occupation lasted 140 years.
Europeans also controlled the land as a strategic outpost to protect their searoutes.

The Portuguesewere driven out by the Ottomans. However,a centurylater in 1741
they too were driven away by a Yemeni tribe. The lineageof the ruling Sultanscan
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be traced to this Yemeni tribe. As early
as the 1800s,the Omanis becamean
economicpower becauseof their knowledgeas a seafaringnation. They controlled
many coastalareas of Iran.,Pakistanand Zanzibar. However, the British through
their imperialistic plan and schemebrought aboutthe collapseof Oman's empireby
the end of the nineteenth century. Slowly but steadily Oman becamea British
protectorate. The British used their army to quell the rebellion of tribesmen who
ran away to Yemen. In 1970, with the support of `Britishers', the present ruler,
Qaboos bin Said Al Said, took over the reign and established a modem state, which
is now the envy of the entire Gulf region.
A vast desert plain covers most of the central Oman, with mountain ranges along
the north (Jebel Akhdar) and southeast coast, where the country's main cities are
located. The capital is Muscat. In the south, the area is known as Salalah. It has a

warm climate with regular rains. However, the rest of the areasin Oman are hot
and dry.
4.3. Economic development and the DevelopmentPlan
Oman's economy has gone through massive transformations. The first Five-Year
Plan was between 1975 and 1980. Since then a lot of development projects have
been carried out in the fields of oil exploration, infrastructure development, and
modernization of the health care system, schools, universities, souks and hospitality
industries. At the instruction of His Majesty Sultan Qaboos bin Said, the vision of
2020 was established. The Vision 2020 outlines the economic goal of the country

for the next 20 years.
The oil exploration began in 1967. However, with the ascension of His Majesty
Sultan Qaboos, the Petroleum Development of Oman (PDO) discovered new oil
fields and significant production boosted the economy.

The Omani renaissance

depended on scientific planning as a methodology to accelerate development,
harmonize its steps and maintain its sustainability. It adopted the directive planning
for the public sector, in terms of Government units and public establishments, and
indicative planning for positive effectiveness of the private sector path.

The

planning operation was formulated on long term plans explaining the main strategic
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directives for upgrading and development of the
country, and the long-term
objectives. Further it included a medium term Five-Year successive,harmonious
and integratedplan, which camewithin the framework of the long-termstrategy.
The development council approved, in February 1975, the Omani development
its framework, the first four five-year plans were prepared
covering two decades(1975-1995). The long-term objectives for the strategy are:
strategy.

Within

"

Working towards the development of new resources for the national income,
to be able to replace the oil resources in the future.

"

To increase investments directed towards income generating projects,
especiallyin the areasof industry, mining, agricultureandfisheries.

"

To emphasizethe development of domestic human resourcescapable of
assumingrolesin the Omani economy.

"

To allocate investments among different regions, so that its benefits are
shared equally by all the regions and citizens of the country. This will lead
to the elimination of the variables in the standards of living among the
regions. Special priority should be given to the less developed regions at
present.

"

Support for and development of the present housing centers and their
maintenanceagainstthe massof migration of denselypopulatedcenters.

"

Completion of the infrastructure

"

Attention shall be given to water resources, as it is a vital element for the
continuation of the economic activity, and the development and maintenance
of the environment.

"

"

Supporting domestic trading activity through removal of difficulties of
transport,storageand different obstacles,which hinderthe completionof the
commercialmarkets.
Completion of the constituents for establishing a free national economy
basedon private sectoractivity on the basisof free competitionand through
provision of loans to the vital projects in accordancewith the available
resourcesof the state.

"

Promotion of efficiency of the state administrative apparatus.
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The Royal Decree 1996 clearly statesthat the goal of the nation is to establish
economic prosperity and a society based on equitable distribution of resources
through sustainedefforts on all fronts. The Royal Decreestatesthat:

"

Development of human resources and upgrading the skills of Omani
nationals to keep abreast of the technological process required to manage the
dynamics of this progress in a highly efficient way, and face the everchanging domestic and global conditions.

"

Creating the conditions for a stable macro-economic climate with the aim of
developing a private sector capable of the optimal use of the human and
natural resources of the Sultanate, using methods characterized by efficiency
and conservation of environment.

"

Encouraging the establishment of an effective and competitive private
sector, and consolidation of the mechanism and institutions that will enhance
joint government and private sector visions, strategies and policies.

"

Providing

appropriate

diversification

conditions

for

the

realization

of

and work towards the optimum utilization

economic
of natural

resources and the geographically distinct location of the Sultanate.
"

By enhancing the standard of living of Omani citizens and working towards
the reduction of inequality between regions and different income categories
the government will also ensure that the citizens reap the fruits of the
development process.

"

Preserving the gains achieved in the past twenty-five years by safeguarding
and developing the country by ensuring the completion of the necessary
basic services.

The General Directions of the Sixth Five-Year Plan are:

"

Building the financial reservesof the government

"

Highestpriority shall be awardedto training andqualification

"

Developmentand upgradingof productionsectors

"

Specialattentionshall be given to culture and youth sectors
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"

Promotion and activation of the private sectorrole in the national economy

"

Specialattention shall be awardedto technologyandscientific research

The Governmentof the Sultanateof Oman lays particularfocuson new projectsand
all efforts are made to ensure that infrastructure projects are given priority. The
Sixth Five-Year Planwas focusedon the following:

"

Projects in ministries have been considered as having urgent priority. It has
been agreed to adopt such projects in the Fifth Five-Year Plan provided that
their implementation shall start in the sixth Five-Year Plan.

"

Projectsthat aim at maintenanceof the governmentsexistingassets

"

The projects that contributeto the creationof new employmentopportunities
for Omanis through increasing the percentageof investmentsdirected to
suchprojects.

"
"

The projects that contribute to furthering economic diversification policies.
The Projects that meet the basic needs of the citizens in the health, education
and water sectors as well as the projects related to the culture and youth
sectors.

"

New proposed projects that will achieve the objectives and policies stated in
the Sectoral plans.

The distribution of new investments in the Sixth Five-Year Plan gives priority to
Civil Ministries and National projects. These also include the development projects
undertaken to ensure the growth and development of Muscat, the capital, as a source
of tourism. (see Table 4.1).
The Government of Oman is keen on putting focus on the development of human
resources. The country is currently largely dependent on foreign workers.
However, with proper planning and new training methods, in many areas,nationals
are replacing the expatriate work force. His Majesty's Government is making every
effort to ensure that nationals receive priority in employment in all sectors (see
Table 4.2). With a view to achieving this goal, a comprehensive human resource
development plan has been initiated.
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Table 4.1 Distribution of the investment in the Sixth Plan
Items

Amount (RO M)

Civil Ministries Projects

976.2

National Projects

124.9

Tourism DevelopmentProgram

49.9

Privatization Projects Reserve

32.4

Fisheries Training Institute

2.5

Total New Investments

1185.9

Source: Self

As a visionary ruler, His Majesty Sultan Qaboos has clearly set his priorities for
ameliorating the conditions of his people. His goal is clearly stated in one of his
famous quotes:

Table 4.2 Distribution

of Investment in the Human Resources Development

Program

Ministry

On-Going

New Projects

Total

Projects(RO*)

(RO)

(RO)

Ministry of Health

0.5

15.2

15.7

Ministry of Education

0.2

91.5

91.7

Ministry of Social Affairs, Labor

12.0

34.8

46.8

Ministry of Higher Education

1.2

97.4

98.6

Sultan Qaboos University

0.8

14.7

15.5

TOTAL

14.7

253.6

268.3

and Vocational Training

Source:Self
RO*: Rials Omani Million

"Oman today is different from what it was yesterday. Its pale facehas changed;it
haswiped off the dust of isolation and stagnation.It hasset aboutopeningits doors
and windows to new light."
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4.4. Muscat Municipality

- An institution dedicatedto national building

Prior to the ascension of His Majesty Sultan Qaboos bin Said to the throne, Oman as
a country had lived in isolation

and obscurantism.

There was not much

development and the infrastructures were limited. However, in the early Seventies,
a variety of changes took place. Priorities were set aside for the construction of
infrastructure facilities like roads, bridges, dams, street lights, public parks, schools,
markets and social housing. Opportunities flourished for new contractors,
consultants and experts to take part in the construction activities as a result of the oil
boom. Priorities and purposes were set, strategies evolved and changes resulting
from the achievements of the great Renaissanceinitiated by the ruler of the country,
have left indelible marks in the history of Oman.
The total land area of the Muscat governorate is 35,000 square kms. Of this the
mountains cover 4,800 square kms, the densely populated coastal plain covers 9,500
square kilometers. The Governorate of Muscat lies in the northeast of the Sultanate
of Oman between 23.30° and 23.45° latitude and 570 and 59° longitudes astride the
Tropic of Cancer. Its coastline runs for 200 km along the Gulf of Oman. The
Governorate comprises of the municipalities of Seeb in the West, Bausher in the
middle, Greater Muttrah in the East, Al Amerat in the South and Quriyat in the
South East.

Archeological evidence suggests that Man from the dawn of history settled the
Muscat area. A site excavated in the Wattayah district of Muscat in 1981 was
estimated to be 9615 years old indicating that man had lived in this region since the
first Stone Age.

The history of Muscat actually goes back to several centuries

before the rise of Islam. The Omani historical figure and author Nur Al Din Al
Salimi records how Muscat was settled by Omani Arabs of Yemeni descent who
planted palms and other trees which were watered by wells. From this, one can
infer that Muscat was one of the ancient cities founded by migrating Arabs, either
before or after the destruction of the Maarib dam.
Muscat has many traditional mansions. Some of them have now been turned into
museums and forts, which attract thousands of tourists every year. A large number
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of the dwellings in Muscat could, until the beginning of the 20th century, be
consideredan extensionof its fortifications since their architectureresembledthat
of castlesand forts, and weredefensivein nature. Moving from the west to the east
of the city, the most importantof theseare:

"

Bait Jariza

"

Bait Al Sayyid Shihab bin Faisal

"

Bait Al Sayyid Nadir bin Faisal

"

Bait Faransa(Omani-FrenchMuseum)

"

Bait Al Sayyid Abbasbin Faisal

"

Bait Ratmoso

"

BaitAl Bir

"

Old Indian EmbassyBuilding

"

Bait Maghib

"

Old American EmbassyBuilding

"

Old British EmbassyBuilding

"

Bait Al Zawawi

The origin of Muscat Municipality dates back to 1920s. In this year, the Arabian
Gulf Regional Organizations were set up in the various commercial centers. These
organizations controlled markets and public buildings, improved trade and also
pooled cultural and civic information.

The exact date when a municipality came

into existence in Muscat is not certain - some sources say 1924 while others say
1927.

However, what is pertinent is that since then a municipality has existed which has
carried out many different functions. It is very likely that initially the jurisdiction of
the Municipality extended originally over Muscat and then later over Muscat and
Muttrah. There is evidence that this occurred because in 1938 a department, which
regulated the streets and houses in Muscat and Muttrah, was financed by the levy of
one "Anna" for every load that entered Muscat and Muttrah. In 1939 Sayyid Hilal
bin Badr became Head of the Muscat Municipality.

During this period the first

Municipality Branch was set up in Muttrah. Also during his time the Municipality
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as an organization was firmly set up with powers to levy taxes and the law of
Municipalities in the Sultanateof Muscat and Omanwaspromulgated.
The law clearly statedthe hierarchy, and the powers and functions of eachof the
constituentsin the Municipality. Brief detailsaregiven below:

"

The

High

Authority

acted

on

behalf

the

of

Sultan. It supervised the Municipality with powers to appoint and dissolve
the Municipality Committee, appoint and dismiss the President, the
Administration (Director of Municipality)

and the employees. It also had

the power to enact local laws and regulations and revoke or amend the
decisions of the Municipality Committee.

"

The Municipal Committee: This body functionedas Municipal Council and
supervisedthe running of the Municipality to include budget,accountsand
annualreport to the High Authority.

"

The Executive Agency:

This comprised of the Administrator

employees of the Municipality.

and the

This agency was responsible for

implementing the approved decisions of the Committee.

4.4.1. The Municipality's

structure, powers and responsibilities

In accordance with the provisions of this Law, the Municipality's responsibilities
included duties within the traditional competence of town councils such as
construction, repair and cleansing of public streets, passages, bridges, drains and
water channels, street-lighting, erection of markets, planting and maintenance of
trees. However, they also included responsibilities (at that period at least) outside
the normal jurisdiction

of municipalities such as expenditure on schools and
hospitals, public security, recording of births and deaths, police duties, control of
firearms, rationing the supply of electricity, and granting permits for various
activities. The Municipality exercised all these powers, albeit on a limited scale, in
the restricted area of its jurisdiction.

It also willingly

assumed a variety of

responsibilities given to its charge from time to time. For example, it dealt with
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registering vehicles,and issuing car and driving licensesin accordancewith Road
Traffic Act of 1967.
The municipality continued to play the aboveroles, although only in Muscat and
Muttrab, until the year 1970 when the accessionof SultanQaboosusheredin an era
of changefor all the Sultanate'sinstitutions. Indeed,the two decadesbetween1970
and 1990 markeda glorious period in the Municipality's history, the signs of which
are apparentall over the Muscatregion today.
In 1984, the Capital Area as Muscat was then called became a Governorate
consisting of five wilayats. At this time, Muscat Municipality was placed under
Diwan of Royal Court. By doing so the status of the municipality was elevated and
the jurisdiction, resources and responsibilities were considerably increased. All
municipal functions in the governorate of Muscat became the responsibility of the
Muscat Municipality, which comprised of a Head Office and four Municipal Area
Directorate General to administer the areas of Greater Muttrab, Bausher, Seeb and
Al Amerat.

Later, in April

1991, Quriyat was added and became the fifth Area

Directorate General.

The Municipality
development

became responsible for undertaking and monitoring its own

projects

and its

jurisdiction

was extended to

construction,

improvement and lighting of roads, addressing and numeration; and regulation of
markets and public establishments; as well as all aspects of sanitation such as public
cleanliness, refuse collection and disposal, insect and rodent control, supervision of
food and drink establishments and their employees, and construction of health
facilities and slaughter houses. In addition to supervising building permits, the
Municipality played a leading role in the beautifying and landscaping of the Muscat
region, and establishing parks and public gardens.

The Directorate General of Technical Affairs (the author) is responsible for
executing all infrastructureprojects in Muscat. Even private sectorwork, which
involves technical,
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Table 4.3

Major On-going Infrastructural Projects in Muscat
PROJECTS

COST

1

Constructionof SouthernExpressway RO 131.681million

2

Design &
Corridor

Construction of Central
from

Madinat

RO10.992

A'Sultan

Qaboos to Baustier

BandarAl Jissa YYitiRoad

RO 9.850million
c

Amerat-Qurityat Road
51

Al

In n'20 ..,: n:,...

RO

Construction of Seeb Airport Inter- RO 10.555million
Iedge

I

6

Dualization of 18th November Street

RO 6.429

7

Design & Construction of Seih Al

RO 1.127 million

Maleh Street
8j

Construction of Roundabouts & Road 1RO 2.986 million

Improvementat Darsait
Total

RO 223.81

Source:Compiled by author
route and excavation approvals are all given by the Directorate General of Technical
Affairs. During the last 25 years, the Muscat Municipality has embarked on many
ambitious projects, which paved the way for the development of a world-class city Muscat. The senior managers including directors, assistant directors and even heads
of

departments form

the

teams which

ensure the

smooth and

timely

implementations of these projects, some of which are on going (see Table 4.3).

In addition to the above major on-going projects, there are severalre-construction
and remedialprojects being initiated as a result of the recentcyclone, Gonu,which
hit the coastalareasof Muscat.The projectedcost of remedialworks will amountto
severalhundredmillion Omani Rials. Muscat Municipality is also involved in the
developmentof Muscat WasteWater Projectand also a major tourismproject called
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The Wave. Muscat Municipality as an institution has won several international
awards from many international organizations including the United Nations, for
beingthe role model of a clean city with the bestinfrastructure.
Muscat Municipality as an institution initiated the conceptof e-governmentfor the
first time in the Sultanateof Oman. This is an importantmilestonein the serviceof
its peopleand it is worth mentioningthe salientfeaturesof e-governmenthere.
4.4.1.1. Priorities and purposes:

Priorities and purposeswere set to ensureplanneddevelopmentwith the supportof
technology. The goals were set to ensurethat all residentsof Muscat, numbering
more than half a million, regardlessof their level of education,shouldbe ableto use
the electronic services of Muscat Municipality from anywhereand at any time by
having technologiesthat suits them.
Priorities were to set in the following areas to improve the relationship with the
citizensby

"

Providing round the clock services

"

Cutting departmentalhierarchies

"

Reducing queuing in Muscat Municipality Offices

"

Establishingsinglepoint contactto speedup services

In order to improve the services to the people, the need for internal development
was first conceived and achieved. Muscat Municipality's IT team did all the
updates and enhancement to the Human Resource Management System. It
improved the speed of hiring, pay roll, and communication between the different
departments and directorates scattered throughout the various districts of Muscat.

4.4.1.2.Strategies:
To begin any technological development without first identifying strategies is
dooming it to fail. Financial resources alone do not guarantee success in the IT
sector.

Thus, attempts have been made to ensure that strategies are well defined
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and that they provide clear direction for the organization.The idea is to ensurethat
the servicesof e-governmentare available to the common man, who may or may
not be well versed in the application of the latest technologies.Therefore the
following strategieswere laid out:

"

Createa mechanismto provide information outsidethe Municipality
premisesand working hours.

"

Provide e-servicesusing different typesof technologies

"

The public shouldbe ableto pay electronically(e-payment)

"

Create awarenessprograms for Municipality employeesand the general
public

"

Create new rules and regulations to suit and support e-services

"

Motivate the public to use e-services.

4.4.1.3. Changes resulting from the achievements:
In the past, Personal Computers (PCs) in Muscat Municipality were scattered with
no connection between them. Now Muscat Municipality has connected all of its PCs
into one large network. All users have to log in to be able to use the PCs. This was
established using MS Active Directory. Currently there are about 600 PCs in the
Network.

Email

was introduced later to enable the employees of Muscat

Municipality to communicate with each other. An Exchange Server was hosted in
the Muscat Municipality premises. Every employee with a PC is entitled to have
his/her own email. Muscat Municipality consists of a large headquarters building
and 8 Directorate Generals employing nearly 4,500 people separated by physical
distances that can reach up to 50 kms or more. Thus, the email system today is
heavily used by the employees to communicate and mostly share documents. Email
is now considered to be a formally accepted. Muscat Municipality stores all of its
data in one Unified Database (Oracle 9i). As a result, accessto data became easier,
especially for Developers. Data can be presented using a client/server approach or
even accessedthrough the web.

Muscat Municipality has got a clearly defined goal in terms of both internal and
external services. Internal servicesare fully computerizedin order to facilitate the
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employee's ability to use their time and resources fully for the public service. The
external services are also fully computerized to enable citizens to reap the maximum
benefit without having to waste their time and energy on bureaucratic hurdles. All
insurmountable hurdles have been removed, and with the application of information
and communication technology in e-government, people find interacting with
Muscat Municipality a simple and efficient task. To give a few examples of how
we achieved our success we must start with our internal developments. An Intranet
website was introduced to serve employees. Share Point Portal Server was used for
this task. It enabled documents sharing and management. Many Services were
connected; For example,
Salary Inquiry System: A web based
system that enables employees to check their
salary reports for the current month. Details about bonuses and loan detection are
shown to the logged in user. The results of the query will be sent to him by email.
The user is automatically identified by the system using the Windows
Authentication and then Oracle is queried for his Data. This system freed up our
accounting and payroll department for other work.

Leave System:This program is designedto know the employeesleave entitlement.
A user will have to enter a projection date of when his leave will start and the
systemwill display how many daysleavehe is entitled to.
Employees Private Discussion Boards: This provides a means for employees to
share their ideas, thoughts and problems with each other. It also keeps them
informed of current events in their work place.
Employee Promotions Records:

Employees can view reports on their past

promotions. Promotions type as well as date will be shown in the report.

It was important to ensure that internal services were improved and that the
employees'workload was reducedin order to give them more time for institutional
services. Being an institution establishedprimarily to service the public, the
institution itself had to be internally well servicedto lend credenceto the age-old
saying: "charity beginsat home".
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The application of Information and Communication Technology in e-Government
resulted in major changes to the services being provided by Muscat Municipality to
the public. A few examples of the departments which had a major thrust in the eGovernment services are cited below:
Purchasing System: The purchasing system was developed in-house. This system
serves all Muscat Municipality Departments and Directorates. It has been recently
integrated with an Exchange Provider that links our purchasing system with the
Corporations and Companies. This exchange provides Muscat Municipality with a
communication format to exchange purchasing orders and quotations. Currently
Muscat Municipality is linked
with more than 100 Companies
After the integration with the Exchange, the departments started issuing purchase
The quotation requests are now passedto many Companies
(grouped in categories depending on what they offer) through this Exchange. The
requests electronically.

quotations can be submitted through the exchange also. There are plans to integrate
our purchasing system and the exchange with a payment system.
Tender Services: Tender bidding is a normal procedure in the government sector to
award the contracts to companies. In the Muscat Municipality the entire system is
computerized. It covers all aspects of the tender from written specifications to
issuing the tender, finalization and awarding. However, Muscat Municipality
provides more facilities which help the bidder prepare a better tender in a simpler
way. Muscat Municipality publishes the tender details on the web site and has an
OPEN-DISCUSSION-FORUM for the tender. All the participants can view the site
and put their tender queries and see the answers. The beauty of this method is that
all the participants take an active part in the discussion, thus ensuring more
opennessand better participation by competitive bidders.
The application of information and communication technology has made tendering
one of the best procedures of Muscat Municipality and since the Muscat
Municipality

awards millions of dollars worth of contracts for development of

infrastructure facilities every year including roads, bridges, street lights, landscaped
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gardensand parks, all the major playersin the constructionfield get a fair to chance
to participatein the tender.
Rent Contract: The Rent contract is one of Muscat Municipality's main sources of
income. It is mandatory for all the rent contracts to be registered with Muscat
Municipality upon payment of a 3% tax and it goes up to 9% if the tax is not paid
within 30 days of the expiry of the tenancy agreement. In the past each Directorate
was working individually using Local Area Network (LAN), under DOS operating
system. If a landlord had his properties in Muttrah and he lived in Qurum area, he
could not renew it in Bausher, the nearest directorate to his place of residence but
had to go all the way to Directorate General of Municipality in Muttrah. However,
now rent renewal tax can be paid in any directorate. Gradually the system was
transferred to Oracle 7 and now the system is done by Oracle 9i, under Windows
operating system, which is more convenient as the data are sharable in all the
Directorates using (WAN) Wide Area Network.
The application is now available online where the rent contract summary of Muscat
Municipality can be obtained through an online query, as well as downloadable
renew contracts forms. As an instant service to the landlords, Muscat Municipality
sends SMS notifications before the expiry of every rental contract.

Building Permits:
No

construction

Muscat Municipality has clearly defined building regulations.
can be carried in Muscat without

receiving approval for

architectural plans, structural details and set backs as defined in the land deeds.
Consultants submit the drawing to the Building Department. However, in the past
they had to personally come to the Department to follow up on the status of their
However, now they can monitor each application on Muscat
applications.
web site. This saves enough time for the consultants to engage in
their business activities. With the computer generatedapplication number, even the
Municipality's

is indeed
owner of the building can now monitor the progress of his application. It
a great achievement considering the fact that on an average nearly 2000 building
permits are processed every year.
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The Muscat Municipality plays an important role in the managementof the many
different municipal functions of the city. These functions cover a wide range of
activities that exceedstraditional municipal rolesplayedin otherGCC countries.
Parking Violations: Muscat Municipality realizes the fact that parking is one of the
major issues when it comes to business, daily work, emergencies and general
movement. Over a period of 30 years the parking needs have changed a lot and the
importance of regulated parking was foreseen to ensure that demands for parking
are met with the growth of city. A decadeago few areaswere designated as parking
areas. This created chaos and the business community lost many potential customers
as they would drive away when they could not get a parking space. Now Muscat
Municipality has embarked on a most ambitious project of a Pay and Display
Parking System. The most sophisticated parking system was set up, and a parking
fee and penalty for violation were adopted.

The Pay and Parking system enhancedthe servicesand provided ample parking
spacefor the visitors. Parking violation fines cannow be accessedthrough Muscat
Municipality's web site. Soon Muscat Municipality will inform the violators
through SMS using their mobile phonesystemto communicateparking violations.
Municipal License: Every business establishment in Muscat needs to register itself
with the Muscat Municipality.

The Municipality

interacts with the citizens for various purposes.

provides various licenses and
These licenses are renewed

periodically. To be issued with a Municipal License, one has to be registered as a
company first with the Ministry of Commerce and Industries, then the customer has
to have a Commercial Registration (CR) number to register for their license and rent
The license fees will
business, branches and locations.
contract.

depend upon the kind of activities, nature of

A license fee of between RO 25 and RO 75 is charged for each activity. On average
500 - 800 licenses are issued per day by Muscat Municipality. Previously there were
licenses which were operated individually for various purposes. These licenses were
Commercial License, Vehicle License, Display Boards and Health License. All
these were later combined into one system and called Muscat Municipality
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Licenses. Each Directorate was working individually using (LAN) Local Area
Network, which was underDOS operatingsystem,and the customerhad to interact
individually with each of theseDirectorates or Areas, becausethe data was not
sharable with the other Directorates. However, all the directorateshave been
brought under one network for easeof communicationand the sharingof database
to speed all legal processes. The existing system is also using SMS to inform users
or customers of companies and business establishments if their license is over due
for renewal or has expired. The status of all licenses can now be viewed through the
official website - www. mctmnet. gov.om - and renewed. Indeed, a milestone in the
history of e-government!

Discussion Forum: A discussion forum has been set up on the official web site.
This gives a window of opportunity for every citizen to express his views. In order
to strengthen the services of the e-government, a two-way communication needed to
be set up. Otherwise, citizens' grievances cannot be gauged and remedial measures
adopted to ensure that in future services are extended as per the wishes of the
general public. Basically, the forum allows communication between people to
Here the people can be
people and between people and Muscat Municipality.
interactive, share data, activities or services and see any question posed up by
people to the Municipality and its reply, and make suggestions or comments. The
official clarification and replies also appear at the site. The discussion forum is an
open forum. The idea is to gather input from citizens and residents in Oman to
Criticisms are as
ensure improvement in the services of Muscat Municipality.
welcome as the praise.

Muscat Municipality believes that constructive criticism

can lead to improvement.

mRial: When Muscat Municipality decided, a few years ago, to establish a presence
on the Internet, a website was put in place to offer some information about the
Municipality. Most of the pages were static. However, with the passing of time, the
need was felt to offer more services to the public. A few pages were designed to
offer dynamic data. These pages offered a read only accessto some information that
exists in the Muscat Municipality database. These services facilitated the publics
access to the Muscat Municipality's data base through the web site and gave them
the ability to learn about the status of their application for building permits, date of
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expiry of their rent contract,due date of renewal of municipal licenses,and parking
violations againstvehicle registrationnumbers.
The old system lacked organization and did not offer good protection for user
privacy. Thus, there was a need for a better systemthat provided the above and
offered more features. The mRial systemwasput in place.
The mRial application enables residents of Muscat to open prepaid online accounts
from which to pay for various government services they may need from time to
time. A subscriber to the service pays to top up his account at any of the authorized
Bureaus all over Muscat. This amount is instantly credited to the subscriber's mRial
prepaid account, which gets debited for a fixed fee every time the subscriber makes
an online mRial payment for say his rent contract or a parking violation.
Muscat Municipality has authorized a network of Internal Bureaus (based at various
Muscat Municipality Directorates and managed by its personnel) and External
Bureaus (select authorized internet cafes and centers). Individuals wishing to open
an mRial account may approach any of these Internal Bureaus for prompt, efficient
service. While they can register for the service and open an online account from
www. mctmnet. gov. om/mrial/,

individual

subscribers will

need to top up their

account in person at an internal bureau. Both subscribers and non-subscribers have
the option of approaching Internal or External Bureaus for their online payments,
for which they can instantly obtain a receipt.
In the new mRial system, upon registration the system requires the user to enter his
ID number. Using this ID number the system searches for related municipal
licenses, rent contracts, parking violations or building permits.
Furthermore, Muscat Municipality has an integrated mRial with a local bank to
provide online payments. Users will soon be able to pay Online. Credit Cards
payments will be enabled once a payment gateway exists in Oman. The noneexistence of a payment gateway is the main reason for delay of online payment in
Oman.
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Muscat Commercial Directory:

The Muscat Commercial Directory is a newly

introduced system that serves every establishment as well as the general public. The
idea sprang from the fact that Muscat Municipality holds information about all the
private establishments in Muscat. This information is publicly available to the
citizens. Muscat Municipality

(Muscat Commercial Directory) is a system which

enables citizens to search our database using an address or company name to find
more details about the establishments. Information like address, telephone number,
fax number and even email are displayed to user. One can now visit our website and
inquire about any organization or even a local store. Within few minutes the address
and phone number can be obtained. Every organization that registers with the
mRial system will be able to enter half a page of text and images describing their
business activities. The organization concerned can now use Muscat Municipality's
portal to advertise their goods and services.

Geographical Information System: With the progress achieved in different spheres
of life to improve the standard of living for the general public, it was planned to
have a separate department exclusively engaged in the development of
Geographical Information System (GPS). With the help of a GPS system, road
maps are used now. More than 95% of the Muscat region roads and streets are now
on the system. Data available through this system includes road classes, plots,
addresses, contours. Soon there will
Municipality

be a tourist map launched by Muscat

which will provide all information regarding schools, hospitals and

hotels for most of the Muscat regions.
has made great achievements in egovernment services with the user-friendly in-house developed software. Our
constant efforts to develop and improve our technologies will certainly bear fruit for
Thus it is clear that Muscat Municipality

our citizens for generations to come.

Muscat Municipality hasreceivedwide coveragenot only in the national mediabut
also in many other countries. Institutions from many Arab countrieshave visited
Muscat Municipality to seefor themselvesand to learn how such improvements
have beenmade in the e-governmentservice. Other Ministries in the Sultanateof
Oman are embarkingon the ideasof MuscatMunicipality to improvetheir services
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to the people. Muscat Municipality was the first to introduce SMS servicesamong
the Government Sectors. Today, this idea is being adoptedand implementedby
many ministries.

Muscat Municipality has set up a trend for e-governmentservicesin the whole of
the Gulf Countries. Giants like Microsoft have acknowledged Muscat
Municipality's

achievements and their officials

were invited to their Global

Conferencesin recognitionof the servicesextendedto citizensand expatriates.
As Chairman of Muscat Municipality,

the role to be played as a leader is a
challenging one. In recognition of the efforts made by the Chairman, he has won
many awards and received much recognition both internally and internationally.
The most recent one being the Merit Award from His Majesty Sultan Qaboos bin
Said for the

relentless efforts carried out by Muscat Municipality

under the

auspicesof the Chairmanimmediately after the devastating natural havoc created
by the recent cyclone Gonu.
4.5. Conclusion
The historical account provided shows the importance of the Muscat Municipality,
where this study is being carried, which forms the front line development for
modernizing and ensuring sustained development. The development plans show the
intention of Oman to achieve its goals by implementing major large scale projects
and simultaneously implementing a major human resource development initiative.
As shown most large scale projects, which are on going, at present are being
managed by senior managers who lead both the projects and human resources to

achieveresults.
To sum up, in order to understand the senior management perceptions of their own
and others effectiveness, there is a need to become familiar with the contextual
factors which if not determine, will influence their perception and behaviors at
work.
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Chapter Five: Methodology of the Research
5.1. Introduction

This chaptersetsout the various stepsthat are necessaryfor carrying
out this study
and therebysatisfying its objectives.It aims to explain in detail all aspectsof the
researchmethodology,with particular referenceto the key theoreticaland practical
issuesinvolved.

This chapterwill provide a review of the methodologyresearch,which consistsof
four activity stages.First, in order to
present the researchapproachwithin the
literature, the chapter starts with a theoretical discussion on methodology and
research.Second,the adoptedresearchdesign andprocesswill be discussed.In the
third section the data collection techniques, questionnaire construction and
interview process will be described. Finally, in the last section data analysis
methodsand the dataanalysisplan will be discussed.
5.2. Theoretical background to methodology
Prior to discussingthe methodologyof managementresearchin general and the
current researchin particular, it would be advantageousto considerthe theoretical
backgroundto the conceptof methodologyitself. Let us start with the definition of
methodology.
5.2.1. What is methodology?
Remenyi et al (1998) argued that research methodology refers to the procedural
framework within which the research is conducted. It describes an approach to a
problem that can be put into practice in a research program or process.Accordingly,
it has been argued (Burns, 2000; Malhotra, 1999; Robson, 1997) that methodology
is understood to be the general principles informing research, whereas methods are
the practical techniques used to undertake research. From this point of view,
methodology provides the link between technique and theory.
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Nachmiasand Nachmias (1996) defined a scientific
methodologyas a systemof
explicit rules and proceduresupon which researchis basedandagainstwhich claims
for knowledge are evaluated.This
system is neither unchangeablenor infallible.
Rather the rules and proceduresare constantly being improved; scientistslook for
new means of observations, analysis, logical inference and generalization.The
methodology of social science has evolved slowly. Within this evolution, the
continuous interchange of ideas, information and criticism made it possible to
firmly establishor institutionalize commonly acceptedrules and procedures,and to
develop correspondingmethods and techniques.Methodology provides rules for
communication. In addition methodologyprovides rules for reasoning(Nachmias
and Nachmias,1996).
5.2.2. Positivistic approach to researchmethodology
In general it has been argued (May, 1997) that, the `aim of positivism is to collect
and assemble data on the social world from which we can generalize and explain
human behavior through the set of our theories' (May, 1997, p. 10). In order to
consider the importance of positivistic approach to management studies, it is useful
to consider what the nature of social science is.
All theories of organizations are based upon a philosophy of science and a theory of
society (Root, 1996; Burrell and Morgan, 1993). Sociological scientists approach
their subject via explicit or implicit assumptions about the nature of the social world
and the way in which it may be investigated (Sayer, 1992). Smith argues that the
purpose of science is to develop laws. To develop a scientific law you start from the
observation of a particular set of objects and look for regularities. A scientific law,
which is one of general assumptions of positivism, is a general statement which
describes empirical regularities, which occur in different places and at different
times (Smith, 1998).

There are different assumptionsabout the nature of social science.Burrell and
Morgan (1993) developeda schemefor analyzing assumptionsabout the natureof
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social science. First, there are assumptions of an ontological nature - assumptions,

which are concernedwith the very essenceof the phenomenaunder investigation.
Social scientists are faced with a basic ontological question: whether `reality' is of
an objective nature or the product of socially constructed reality (Silverman, 1970).
Ontology involves the study of theories of being, the questions we ask about what
can really exist (Smith, 1998). Associated with this ontological issue, is a second set
of assumptions of an epistemological nature. These are assumptions about the
ground of knowledge - about how one might begin to understand the world and
communicate this as knowledge to fellow human beings. Epistemology involves the
study of theories of knowledge, the questions we ask about how we know (Smith,
1998). The epistemological assumptions in these instances determine extreme
positions on the issue of whether knowledge is something which can be acquired on
the one hand, or is something which has to be personally experienced on the other.

and Morgan (1993) argued that there is a third set of assumptions
concerning human nature and in particular the relationship between human beings
Burrell

and their environment. This view tends to be one in which human beings and their
experiences are regarded as products of the environment: one in which humans are
conditioned by their external circumstances.
The three sets of assumptions outlined above have direct implications of a
methodological nature. Each one has important consequencesfor the way in which
Different
one attempts to investigate and obtain `knowledge' about the social world.
ontology, epistemologies and models of human nature are likely to incline social
scientists toward different methodologies. Figure 5.1 shows various ontology,
epistemologies, and models of human nature and methodological stand points,
which characterize approachesto social science.
Positivism is a term with many uses in social sciences and philosophy. In particular,
positivist science has a preference for empirical data, which can be observed and
measured so that the various component parts can be compared for their relative
frequency (Smith, 1998). It embraces such an approach which applies scientific
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method to human affairs and is conceived as belongingto a natural order open to
objective enquiry (Hollis, 1994).
Figure 5.1: A scheme for analyzing assumptions
about the nature of social
science
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The driving idea of logical positivism was that, becauseclaims to knowledge of the
world can be justified only by experience, we are never entitled to assert the
existence of anything beyond all possible experience (Hollis, 1994). Positivism in
social science may be broadly represented as depending upon the assertion that the
concepts and methods employed in natural science can be applied to form a `science
of Man' or a natural science of society (Giddens, 1978). It has been maintained that
the word positivist has become more of a derogatory epithet than a useful
descriptive concept (Giddens, 1978). Burrell and Morgan (1993) argued that, most
of the descriptions of positivism in current usage refer to one or more of the
ontological, epistemological and methodological dimensions of their scheme for
analyzing assumptions with regard to social science. They indicated that, we use
`positivist' here to characterize epistemologies, which seek to explain and predict
what happens in the social world

by searching for regularities and causal

relationships between its constituent elements (Burrell and Morgan, 1993).
Positivist epistemology is in essence based upon the traditional approaches, which
dominate the natural sciences. Positivism may differ in terms of detailed approach.
Some would claim, for example, that hypothesized regularities can be verified by an
adequate experimental research program. Others would maintain that, hypotheses
can only be falsified and never demonstrated to be true. It is argued that, both
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`verifications' and `falsifications' would accept that the growth of knowledge is
essentially a cumulative process in which new insights are added to the existing
stock of knowledge and false hypotheseseliminated (Burrell and Morgan, 1993).
Positivist is opposedby anti-positivist theory. The epistemologyof anti-positivism
may take various forms but is firmly set againstthe utility of a searchfor laws or
underlying regularitiesin the world of social affairs (Douglas, 1970).For the antipositivist, the social world is essentially relativistic and can only be understood
from the point of view of the individuals who are directly involved in the activities
which are to be studied (Donaldson, 1996). Anti-positivists reject the validity of the
`observer', which characterizes positivist epistemology as a valid vantage point for
understanding human activities (Burrell and Morgan, 1993). From this point of view
social science is seen as being essentially a subjective rather than an objective
enterprise. To illustrate this point it is essential to consider the premises from which
the above issues were derived. The following section will highlight this debate.

5.2.3 Phenomenology, interpretive

paradigm, actions and social meanings

It is not surprising to see that the positivist paradigm in social sciences has been
based on the approaches used in the realm of natural sciences. The organisational
phenomenon such as perceptions, interactions, daily relationships and actions have
been studied in the same way as inanimate subjects in the fields such as biology,
chemistry and physics. One reason for doing so is becausethis positivist approach
and methodology has been highly successful in natural sciences yielding reliable
and replicable results, thus it was simply assumed that the application of what
worked in the hard sciences would yield the same results if applied to the social
science. Thus, it was argued that social scientists should remain `disinterested'
(Merton, 1968) and act only as independent observers (Gill and Johnson, 1991) so
that their presence does not allow personal values and bias to distort their work
(Khan, 1962).

As explained earlier, the emphasison objectivity, cause and effect, facts and
relationships between variables became the hall mark of positivism (Silverman,
1970).Indeed,it was not long before the social scientistrealisedthat unlike natural
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scientistswho are interestedin the `outer world' which is readily observableand
measurable,the phenomenawhich are being investigatedby social scientistsare
often generatedfrom within, and influenced and even determinedby the values,
opinions and interestsof the individuals. As suchthey hadto deal with the resultant
actions and behaviourswhich were often attributedmeaningby the actors and not
the observer (Silverman, 1970; Analoui, 1999). For example, Husserl (1929)
attempted a new way analysing the consciousness.Rather than bothering with
factual realities or the formulation of hypothesis, `he addressedhimself to the
central questionof meanings'(Burrel and Morgan, 1979,p. 241).
Moreover, it was argued that it would be almost impossible to separate the
interrelationship between the social scientist and what is being investigated- the
social and human world (Smith, 1983). Thus, phenomenology was argued to be the
science of phenomena and the phenomenological studies are concerned with
understanding the behaviours and actions, and the meanings attributed to them by
the actors based on their own frames of references (Goffnian, 1959; Barber, 1976).
As Thevenaz (1962) contends; "Phenomenology is never an investigation of
external or internal facts. On the contrary, it silences experience provisionally,
leaves the question of objective reality or the real content aside in order to turn its
attention solely and simply on the reality of consciousness, on the objects in so far
as they are intended by and in consciousness, in short on what Husserl calls ideal
essences". He goes on to suggest that the phenomenon here is that which manifests
itself immediately in consciousness; it is grasped in an invitation that precedes any
reflexion or any judgement. " (pp. 43-5). Since the world is the phenomena, the
fundamental, original and essential purpose of the reductionists `to bring to light the
essential intentional contact between consciousness and the world' (Thevenaz,

1962,p. 47).
In line with the abovephilosophy writers such as Weber (1949),Schutz (1967)and
Silverman(1970) arguedthat the essentialfunction of social sciencesis to interpret
and thereforetry to understandthe subjectivemeaningsof the social action. Social
reality in that sense of the word, as Silverman (1970) argues,is subjectively
constructed and socially maintained, and only understood through the social
142

meaning which has been attributed by the participants to the phenomenon, the
actions and behaviours (Silverman, 1970). Schultz (1967) contended that the stock
of knowledge we use to typify the actions of others and understand the world
around us varies from context to context (Schultz, 1967, pp. 3-47). This point is
particularly relevant to the present study in that in agreement with Analoui (1999)
the actions and behaviours of the senior managers can be understood by considering
the meanings which the participants attribute to their actions. Since the meanings
vary from one context to another, the senior managers' perception and
understanding of their own effectiveness will vary from those who were studied in
Ghana, Zimbabwe and Egypt.

The methodological implications of the above are immense (see debate below on
qualitative and quantitative methods). Since according to the phenomenologist the
social reality is dependent on the mind (subjectivity), therefore in order to accessthe
meaning that participants attribute to the actions, the investigator ought to seek their
explanation of the social world in which they operate. Analoui (1999) explains that
the information (data) generated through qualitative methodology of course does not
constitute the knowledge but one can understand it by considering the meanings and
the context in which it has occurred, then the phenomenon begins to make sense.As
Van Maanen (1983) explains, the research methods used under this approach will be
an `array of techniques which seek to describe, translate and otherwise come to
terms with the meaning, not [solely relying on] frequency of certain more or less
naturally occurring phenomena in the social world' (p. 9).
In this study, despite the fact that the investigator himself shares the `context' and
the experience of the `social reality', the actions of senior managers are not taken
for granted. The sample interviews carried out were deliberately designed to reach
the participants consciousness and their interpretation of the reality of being
effective in the Muscat Municipality.

As will

be demonstrated, whilst the

participants share the context, they tend to interpret the reality of managing their
work and development projects differently. Taking into consideration this variation
is not a cosmetic attempt to glorify the methods used rather it is seen as a necessity
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by the investigatorto supportand supplement the other `set' of data,albeit of the
qualitative nature,collectedthrough conductingsurvey questionnaires.
As Hussy and Hussy (1997) contend `You will find that some authors use the word
`models' as an alternative for theories or more often, to refer to theories with a
narrow focus'

(p. 55). Either way as Silverman (1994) explains, often the

investigators attempt to construct a theory to explain a phenomenon. Moreover, the
phenomenologists as opposed to positivists are not concerned with testing
hypothesis, large sample and generalisations rather they are concerned with
generating theories, collecting rich subjective data and generalisation from one
setting to another. Whilst Analoui's (1999) model of `Parametersof Effectiveness'
provided the basis for understanding the effectiveness of the senior managers of
their own effectiveness, the present study too, in line with those principles attempts
to explore and understand the effectiveness of the senior managers in context of the
Muscat Municipality and Oman.
Although in this research both qualitative and quantitative methods have be used to
generate the relevant and meaningful data, the intention of the researcher has been
to understand the social reality of senior managers' work in an organisational
context. In order to ensure the soundness of the research, managerial effectiveness
has been treated as an organisational phenomenon which requires explanation and
understanding. Moreover, as explained in chapter three, the intention is not
construct a new theory, since this has already been attempted, rather to use the
model constructed by Analoui (1999,2007) to gain a better understanding of the
managerial effectiveness. The result, as will be demonstrated, is expected to lead to
not only better understanding of the phenomenon but also contextualisation of the
phenomenon under investigation as a result.

5.2.4 Deductive and inductive theories
Bryman (1988,2004) exemplified the nature of the relationshipbetweentheory and
research,and illustrated how the deductiveapproachdeducesa hypothesisthat must
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be subjectedto empirical scrutiny. The
researchermust then translateand deduce
the hypothesis into operational terms. This will require the researcherto specify
how the data for this hypothesiswill be collected.The deductiveprocessstarts
with
a theory and is followed by a hypothesisor set of hypotheses,and then the
Figure 5.2: Inductive and deductive approaches
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Source:Adopted from Bryman (2004)
requirementfor data collection and findings, followed by confirmation or rejection
of the hypothesisandrevision of the theory.
The inductive approach involves movement in the opposite direction where the
researcher assumes and infers the implication of their findings that introduced and
promoted the theory. The findings are fed back to the theory. With the inductive
approach, theory is the outcome of research (Bryman, 2004). Figure 5.2 illustrates
the differences between the deductive and the inductive approaches.
5.3. Research approach: quantitative or qualitative

Qualitative

research is aimed at discovering meaning and involves both

interpretation and a critical approach to social work. Research questions are posed,
rather than hypotheses and theory is often grounded in data. Concepts are in the
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form of themes,ratherthan relationships.Data is often in the form of languagefrom
observation,documents,interviewsand participation.For qualitative researchersthe
fundamentalquestionis not whetherthe dataprovesor disprovesa given theory but
how to go abouttheorizingand generalizingfrom data (Robson,1997).
In contrast, `the quantitative research method relies mainly on a hypothesis which
is derived from theory deductively. The objective is to test the theory by way of
observation and data collection, the findings of which following analysis, would
either confirm or reject the theory' (Robson, 1997, p. 11). In quantitative research
the causal relationship between variables is investigated. The primary data is
collected mainly using questionnaires and structured interviews. In business and
management studies, the quantitative research has been compared with the
methodology that natural scientists use in their investigations, with the core
language of approach including terms such as variable, control, measurement,
experiment, reliability and validity (Bryman, 1988).

Considering different aspects of both qualitative and quantitative methodologies the
question raised is, which one is the appropriate research method to use in leadership
and management research? In an attempt to answer this question different aspects
of both methodologies will be overviewed.

5.3.1. Quantitative research method
Quantitative research is often conceptualized by its practitioners as having a logical
structure in which theories determine the problems to which researchers address
themselves in the form of hypotheses derived from general theories. These
hypotheses are invariably assumed to take the form of expectations about likely
causal connections between the concepts, which are the constituent elements of the
hypotheses. In quantitative research the researcher uses quantitative data.
Normally, the data, which have been measured in interval level, is considered as
quantitative data. However, the measured data in ordinal level can be treated as
quantitative data. The obvious benefits of quantitative data are that, the numerical
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form makes comparison easier to do, and data are standardized,visible and
amenableto the testof classicalsurveystatistics(Hart, 1987).
In general, sample size is greater and controlled in such a way as to be
representativeof the population from which they are drawn. This allows greater
confidence in accepting the reliability or generalizability of the findings. One
processof quantitativeresearchis the needto renderobservablethe concepts,which
are rooted in the hypothesesderived from a prior theoretical scheme.Thus, the
quantitative researchertends to be concernedwith relating those conceptsto one
anotherto investigateassociationsand to teaseout causalprocesses.
The measurement of concepts tends to be undertaken through the use of
questionnaire devices or some form of structured observation. Quantitative research
is often highly preoccupied with establishing the causal relationships between
concepts. The frequent use of the terms `independent variable' and `dependent
by quantitative researchers is evidence of a widespread tendency to
employ causal imagery in investigations. Another aspect of quantitative research is
variable'

that, the results of a particular investigation can be generalized beyond the confines
of the research location. By verifying generality, the qualitative researcher draws
nearer to the law-like findings of the science. Accordingly, the replication of
established findings is often taken to be characteristic of natural science. Replication
can provide a means of checking the extent to which findings are applicable to other
contexts. Finally, quantitative research tends to treat the individual respondents as

the focus of empirical inquiry.
5.3.2. Qualitative research method
Recently, thoughtful and comprehensive discussions of the principal qualitative
research methods and a convincing rationale for using them in management
research have been provided (Hurley,

1999). Van Maanen (1983) describes

qualitative methods as an array of interpretative techniques which seek to describe,
decode, translate and otherwise come to terms with the meaning not the frequency,
of certain more or less naturally occurring phenomena in the social world.
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Similarly, Chisnall (1986) defines the essenceof qualitative researchas diagnostic
attempts to discover what may account for certain types of behavior, seeking a
deeperunderstandingof factors, sometimescovert, which influence the decisions.
Qualitative methodsoffer powerful and versatiletechniqueswith which to examine
the complexities and subtletiesin the complicatedsetsof relationshipsin business
and managementstudies.
In spite of the advantagesof quantitative research,it has beenarguedthat it is not
possibleto use quantitativemethodsin somespecific circumstances(Burns, 2000;
Malhotra, 1999;Bryman, 1988; Marshal, 1985).For instancequalitative researchis
an appropriatemethodologyin the following circumstances:

"

Researchthat cannot be done experimentallyfor practicalor ethicalreasons

"

Researchthat delvesinto complexity and processes

"

Research for which relevant variables have yet to be identified

"

Research into unknown societies or innovative systems.

"

Research into informal and unstructured linkages and processes in
organizations

"

Researchinto real as opposedto statedorganizationalgoals(Marshal, 1985)

Malhotra (1999) argues that, like secondary data analysis, qualitative research is a
major methodology used in exploratory research (such as the present study).
Researchers undertake qualitative research to define the problem or develop an
approach. In developing an approach, qualitative research is often used for
generating hypotheses and identifying variables that should be included in the
research. In business and management studies, qualitative research provides the
fundamental understanding of peoples' language, perceptions and values. A
qualitative approach most often provides the understanding that allows us to decide
on the information we must have to solve the research problem and how to properly

interpretthat information.
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5.3.3. Choosing the research methodology
Research into leadership should reflect the dynamics of change. In highly dynamic
and uncertain environments there is no single satisfactory generic method of
research. Robson (1997)

argued that although qualitative

and quantitative

methodological approaches are different it is wrong to oppose them as two
competing

methodologies.

For some researchers, however, qualitative

and

quantitative research are simply different ways of conducting the research, each
may be the most appropriate for different kinds of research questions. For instance,
qualitative researchers may resort to some form of quantification in their work and
for a survey to be successful a quantitative researcher must integrate some
qualitative knowledge into the survey's design and interpretation, and/or understand
peoples frame of reference (May,

methods have different

1997). Different

advantages and disadvantages, and can be mutually supportive (Wilson, 1995).
More specifically, the difference between the two research methodologies in

businessand managementstudies,aresummarizedin Table 5.1.
Table 5.1: Qualitative versus quantitative research
Qualitative Research

Objective

Quantitative Research

To gain a qualitative understanding To

quantify

the

data

and

underlying generalize the results from the
reasonsand motivations
sample to the population of
of

the

interest
Sample

Small number of non representative Large number of representative
cases

cases

Data

Unstructured

Structured

collection
Data analysis

Non-statistical

Statistical

Outcomes

Develop an initial understanding

Recommend

a

final

courseof action

Source:Malhotra, (1999,p. 148)
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Qualitative researchprovides insights and an understandingof the problem setting,
whereasquantitative researchseeksto quantify the data and typically usessome
forms of statistical analysis. While quantitative methodsare necessaryto test the
validity and general applicability of researchfindings, the potential of in depth
quantitative studies diminishes rapidly as the underlying conditions change in a
dynamic environment.
Researching leadership effectiveness therefore requires the right balance between
qualitative and quantitative methods. Whenever a new management research
problem is being addressed, quantitative research must be preceded by appropriate
qualitative research. Langer (1999) argued that, qualitative research studies should
always be followed by quantitative research to test the hypotheses.

An example might be finding out what the consumer needs are in order to create
new product concepts, which will be shown in subsequent qualitative research. It is
a principle of research in business and management studies, more especially
leadership, to view qualitative and quantitative research as complementary, rather
than in competition with each other (Judd et al, 1991). Using a combination of
qualitative and quantitative research methods as a contingency approach in
management researches, has been used by several different researchers (Gerson and
Horowitz, 2002; Analoui, 1990). The degree to which quantitative and qualitative
studies are utilized will depend on the environmental circumstances of the firms. In
turbulent environments research will focus on developing conceptual knowledge by
relying on qualitative studies, whereas in more static environments quantitative
studies are favored for testing and validating existing conceptual knowledge.

5.4. Case study research design

A researchdesign or a researchplan is the logic that links the data to be collected
and the conclusionsto be drawn to the initial question of the study. Yin (1994)
statesthat a researchdesign is an action plan for getting from hereto there,where
here may be defined as the initial set of questionsto be answeredand thereis a set
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of conclusionsabout thesequestions.It provides the link betweenthe questionsthat
the study is asking, the data that is to be collected and the conclusions drawn
(Robson, 1997). Robson (1997) noted that the two variables, which mainly
influenceresearchdesign,arethe purposeof the researchandthe time frame.
Yin (1994) acknowledged that a comprehensive `catalogue' of research design for
case studies has yet to be developed. However, he suggestedthat the following five
components of a research design are especially important:

"a

study's questions

"

its propositions if any

"

its unit(s) of analysis

"

the logic linking the datato the propositions

"

the criteria for interpretingthe findings

This research attempts to answer the `what', `why' and `how' questions which
according to Yin (1994) and Robson (1997) are ideally answered by the case study
approach. Case studies have a distinctive place in evaluation research as noted by
(Root, 1996). According to Yin (1994), to explain the causal links in real-life
interventions is too complex for the survey or experimental strategies. Case studies
can illustrate certain topics within an evaluation, again in a descriptive mode. The
case study strategy may be used to explore those situations in which the intervention
being evaluated has no clear, single set of outcomes. The case study may be a
`meta-evaluation'
1998). The case study
-a study of an evaluation study (Smith,
research approach provides a better explanation of the phenomena studied because
it allows for a `thick description' (Miles and Snow, 1994) which would otherwise be
lost in experimental and other quantitative designs (Yin, 1994). Yin further noted
that, the case study allows an investigation to retain the holistic and meaningful

characteristicsof real-life events.
This statementis supportedby Smith (1998),who reiteratedthat casestudieshavea
specialpurposein that they gatherin-depthprogram informationthat is not possible
to collect through broad surveys. This is particularly useful when conducting
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researchinto program evaluation in which the researcheror evaluator are able to
identify problemswith program implementationor suggestways to designeffective
practices.It has been discussedthat (Gersonand Horowitz, 2002) a well-designed
case study can be an important tool for evaluators wanting an in-depth
understandingof interventions. Gerson and Horowitz noted that neither set of
findings is likely to have emergedfrom larger-scalecomparisongroup or survey
studies.
Along with studying exemplary sites exploratory case study analyzes have been
found especially useful in understanding implementation problems of new
legislation. The results from these useful case studies support the more general
conclusions of the potential benefits from conducting scientifically

sound case

studies. Case studies are particularly useful in explaining how or what is going on in
a local context and in generating plausible hypotheses for later quantitative work or
improvements in data collection instruments. Scientifically sound case studies are
usually guided by either a theory or theories, and a clear conceptual framework. The
selection of sites based on data describing the character of the site is likely to
produce added knowledge worth the investment. They develop and analyze multiple
sources of data ranging from observation, review of documents and records,
examination of physical artifacts, to interviews. They can provide enough detail to
let the reader judge the validity of the findings. Replication in other sites, using the
same or a similar protocol, helps provide confirmation (Yin, 1998).
5.4.1. Validity and reliability

in case study design

In judging the quality of the
research designs, Judd et al, (1991) summarized the
following tests generally found in advanced textbooks on social science research
methods:

Construct validity: establishing correct operational measures for the concepts being
studied.
Internal validity: establishing a causal relationship, whereby certain conditions are
shown to lead to other conditions, as distinguished from a spurious relationship.
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External validity:

establishing the domain to which a study's findings can be

generalized.

Reliability: demonstratingthat the operationsof a study suchas the data collection
be
procedures- can repeatedwith the sameresult.
In general, it has been discussed that (Gilbert, 1993; Cohen and Manion, 1980)
validity is the accuracy with which the instrument obtained measures what it is
intended to measure, while reliability is concerned with the measurement
instrument's ability to provide the same results over time (test-retest reliability),
across a range of items (internal consistency reliability) and/or across different

rater/observers(inter rater or inter observerreliability).
The current researchemploys multiple sourcesof evidencein data collection to
enable it to achieve the requirementfor both validity and reliability. The use of
multiple source data and evidence has been recommendedby many authorsand
researcherssuch as Hitt et al (1998), Silverman (1998), Langer (1999).

5.4.2. Why the case-studyapproach for this research?
This study investigates the senior managers/leadershipeffectiveness in the
Municipality of Muscat. The suitability of the case study for this researchis
summarizedas follows:
Firstly, in order to understand and make sense of the process by which senior
managers' effectiveness is positively or adversely influenced; a relatively detailed
analysis is required of the complex information-seeking context, the social
processes of the studied organization and the interactions of the senior managers
involved (Silverman, 1998).

Secondly, the diversity of the stakeholders, the information needs and the nature of
the information required. According to the exploratory framework adopted, a range
of information sources including individual (personal), organizational and external
context is required to make senseof the behavior involved (Analoui, 1999; 2002).

153

Finally, a case study approach provides the opportunity to examine a continuous

process(such as evaluation)in context and to draw on the significanceof various
interconnectedlevels of analysis.Also, on this occasion,it is within the capacityof
a loneresearcherwith limited resourcesto undertakesuchan approach.
Perry (1998) argued that the process of collaboration and participation has an
impact on collaborators quite beyond whatever they intend to accomplish, as the
people who participated in creating something tend to feel ownership of what they
have created. All the respondents in this case study were provided with the
necessary information relating to the purpose of the study, benefits of the study,
background of the program to be evaluated and issues relating to research ethics
such as confidentiality and anonymity. As noted by Zikmund (1991) there are many
ways in which data can be anonymous or kept confidential. He suggestedthe use of
pseudonyms, which is commonly used in qualitative research, and in some cases it
is relevant to use pseudonyms not just in published reports but also throughout the
study, in labeling interview notes and taped interviews.
In some situations, respondents may not appreciate the implications of being named,
thus the there is the possibility of needing separatereports for different audiences, to
protect their identity and to meet the needs of different reporting styles for different
purposes. For the purpose of this study, the respondents, namely senior managers,
were coded to protect their identity, however the participants for the focus group
be acknowledged as they were very responsive and eager to share their
opinions and viewpoints on the program evaluated and they do not object to being
will

named.

5.5. Data source and sample

This researchstudy is exploring seniormanagers'effectiveness,thosewho exercise
their leadershipqualities to successfully implement the large scale development
projects in Oman. This sectionaims to shedsomelight on the natureandsourcesof
data used in the current researchstudy, which is divided into two main sources:
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primary and secondary data. Here the aim is to illustrate the nature of the primary
and secondary data, and the sources from which these data could be obtained.
According to Zikmund (1991)
primary data are data gathered and accumulated
specifically for the project or the research study at hand. Secondary data is gathered
and collected by some one else before the research and for purposes other than the
current needs of the researcher. Secondary data are usually historical and already
collected. According to Zikmund (1991) the primary advantage of secondary data is
that obtaining this kind of data is not expensive and that secondary data can be
obtained more rapidly than primary data. The money and time factors play an
important role in the success the
of
research and secondary data could save on both
elements. Collecting data that has been already gathered and tested saves the
researchers doing some of the fieldwork themselves. One of the disadvantages of
secondary data is that the data obtained from these secondary data resources are not
designed to meet the
specific need of the research and the researcher (Zikmund,
1991).

Is data applicable to the population of interest? Is the
subject matter consistent with
the research problem of definition? For example, in this current research study
regarding the relationship between managerial leadership and organizational
effectiveness, secondary data was provided from the Muscat Municipality.

5.5.1 The sampling employed for this study
This section is concerned with the explanation of some aspects of sampling
principles and the selection of people who would be asked questions through
participating in survey interviews or questionnaires conducted by the researcher.
Cooper and Schindler (2003) throw light on the nature of sampling by giving the
example that one taste of the drink tells us whether it is sweet or sour and that the
basic idea of sampling is that by selecting some of the elements in a population,
conclusions can be drawn about the entire population. According to Cooper and
Schindler (2003) the population element is the subject on which the measurement is
taken. Another term to be used is the unit of analysis. The unit of analysis could be
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a person,an organizationaldepartment,a functional operationalteam or something
else.
According to Maxim (1999) the accuracy of a sample is very important and the
more accurate a sample is the more expensive. In some studies a high degree of
accuracy is required to estimate respondents' participation. If a high level of
accuracy is required but the resources are not available, the researcher would either
consider an alternative strategy or reschedule until a later date. Cooper and
Schindler (2003) outline two factors that should exist in a sample to represent the
characteristics the population. The validity of a sample depends on accuracy and
precision. Accuracy is the degree to which bias is absent from the sample. An
accurate sample is one in which the under-estimators and the over estimators are
balanced among the members of the
sample and there should be no systematic
variance with an accurate sample. According to Cooper and Schindler (2003)
systematic variance is defined as the variation in measuresdue to some known or
unknown influences that would cause the scores to lean in one direction more than
another.

In this study, in order to gain a more comprehensive picture of what factors and
processes influence the effectiveness of the senior management/leadership of the
organization, it was decided to involve the entire population of the senior
management of the Muscat Municipality. Thus, three levels of management were
included in the
study. These included; Director Generals (8); Deputy Director
Generals (8); Directors (32); forty eight participants in all. The main criteria used
for the selection were first the leadership position of the senior management
involved. It was felt that the above
cadre provides the leadership for all the others,
including heads of the departments. Second, the senior management are directly
involved in the formulation of polices and act as decision makers in so far as the
large-scale projects are concerned. This is of great importance, since it is their
perceptions and behaviors which influence the ways development projects are
envisaged and implemented. Whilst the heads of departments do provide leadership
for the sections and subsequent units of operation, it was felt that this category of
senior management could not adequately meet the above selection criteria.
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Although the participatory style of managementexercised by the Minister has
resultedin all cadresof the organizationfeeling involved. As a headof department
commented"We can't help but feel proud of our achievement.Just a look at how
clean and modem our city is will make us feel like holding our headsup in the
community"
Moreover, as stated earlier, the intention of the researcheris to maximize the quality
and accuracy of the data generated. Thus, it is believed that attention must be paid
to the quality of data rather than quantity alone. As a Director General expressed
"Yes, it could be a great responsibility; every one looks up to us. I have to consider,
H.E. (meaning the researcher) and my colleagues on one hand and the public on the
other (smiling). Yes, the buck stops here (sitting back in his chair), as you are aware
of it your good self (showing respect for the researcher's position in the
organization". The unit of analysis is therefore the senior managers in the Muscat
Municipality. According to Maxim (1999) sampling is a less desirable procedure for
data collection; however conducting a census would be very difficult and
impractical. Sampling is less costly and would require less time if compared with
testing the whole population. According to Cooper and Schindler (2003) there are
many reasons why researchers do sampling and that includes lower cost, as
sampling require lesser costs than testing the whole population; sampling also gives
greater accuracy with results and greater speed of data collection, data analysis and
availability of population elements.
Precision of estimate is the second criterion of a valid sample and no sample will
completely represent its population in all aspects. This is called sampling error and
reflects the influences of chance in drawing the sample members. Sampling error is
what is left after all known sources of systematic variance have been accounted for.
According to Bryman (2004) a sample error is the difference between a sample and
an entire population from which it is selected, even though a probability sample has
been selected. A non sampling error is the differences between the population and
the sample that arise either from deficiencies in the sampling approach such as
inadequate sampling frame, non-response, problems in the questionnaire wording or
poor interview.
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Non responseis a source of non sampling when the respondentsof the sample
refuse to cooperateor cannot be contactedfor some reason.According to Field
(2005), looking for and finding results that apply to the entire populationof people
or other phenomena is very vital and essential to the research in the sense that the
researcher cannot collect data from every single element in the entire population;
and in this case the researcher collects a smaller sample, analyzes the results and
then infers the results about the entire population. As mentioned earlier, the criteria
of `leadership' and `decision making' which were employed on one hand and the
involvement of all the senior managers in the selected categories has ensured that
sampling error and lack of precision will not jeopardize the quality and accuracy of
the results.

5.6. The methods of data collection
Data in social science in general, and in business and management studies in
Particular, are obtained in either formal or informal settings and involve either
qualitative or quantitative formats. Robson (1997) argued that, a variety of
combinations of these two settings for data collection results in three types of data
collection: observation, interview and questionnaire survey. In this section the
advantages and disadvantages of these three data collection methods are compared
and in light of the discussion the selected data collection method for this study is
described.

5.6.1. Observation

Nachimas and Nachimas (1996) argued that, social science research is rooted in
observation. A major advantage of observation as a technique is its directness. You
do not ask people about their views, feelings or attitudes; you watch what they do
and listen to what they say (Adler and Adler, 1998; Robson, 1997). Moreover, data
collected by observation may describe the observed phenomena as they occur in
their natural setting. Other data collection methods introduce elements of
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artificiality in to the researchenvironment.Observationalmethodsmight also be
usedwhen personsareunwilling to expressthemselvesverbally.
Appropriatenessdoes not imply that observationis an easyor trouble free option
(Adler and Adler, 1998). Thereis a major issueconcerningthe extent to which an
observer affects the situation under observation.There is also the very practical
problem with observation that is tends to be time consuming (Robson, 1997). Based
on the literature, there are very few footprints for using observation as a data
collection method in management studies. However, observations made by the
researcher may provide the insight into operations and processes involved. In the
case of the present study, the researchers' own observations of the respondents with
others provided an insight into the meanings which were used by the respondents in
describing their actions. In this sense observation could be of some value for
understanding the points of view of the respondents and the interpretation of the
data as a whole. It was felt that these observations could be of value when

commentsmade by respondentsin the form of interview and questionnaireneeds
clarification, interpretationand understandingas the whole.
5.6.2. Interview

One of the most effective methods of gathering primary data in management
researchis the interview. The researchinterview hasbeendefinedas `a two-person
conversation initiated by the interviewer for the specific purpose of obtaining
research relevant information, and focused by him on content specified by the
research objectives of systematic description, prediction or explanation' (Cohen and
Manion, 1980, p. 244). Cohen and Manion argued that as a distinctive research
technique, the interview might serve three purposes. First, it may be used as the
principal means of gathering information having direct bearing on the research
objectives. Second, it may be used to test hypotheses or as an explanatory device to
help identify variables and relationships. Finally, the interview may be used in
conjunction with other methods in a research undertaking (Cohen and Manion,
1980).
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In the case of opinion and attitude questions, especially if they are presented in an
open-ended format, the interviewer has the opportunity to make sure that the
respondent understands the questions. Interviews are increasingly being used in
management research through which in-depth information about people, attitudes
and values can be elicited. The researcher gains an impression of the respondent, is
able to explore issues in greater depth and clarify concepts and definitions. There
are more obvious advantages in the use of interview (Kohn and Dipboye, 1998).
The process allows the interviewer to encourage the potential respondent to
interpret complex questions, to correct the respondent's misunderstandings and to
keep track of the interviewee's attention (Judd et al, 1991). Both questionnaire and
interview are powerful

instruments in collecting primary data. For collecting
qualitative data in management research the in-depth interview is a considerable
instrument.

There are four types of interview. Based on research objectives, the researcher uses
the appropriate type of interview. In the standardized or structured interview the
wording of questions and the order in which they are asked is the same from one
interview to another. The piece of paper, which is held by the interviewer, is the
`interview schedule' and that word `schedule' seemsto convey the formality of this
type of interview (Gilbert, 1993).
However, Gilbert has argued that the second type of interview is the semistandardized type; here the interviewer asks certain, major questions the same way
each time, but is free to alter their sequenceand to probe for more information. The
is thus able to adapt the research instrument to the level of
comprehension and articulacy of the respondent, and to handle the fact that in
interviewer

responding to a question, people often also provide answers to questions we are
going to ask later (Gilbert, 1993, p. 136).
The third type of interview is unstructured or informal interviewing. What
differentiates this form of interviewing from the structured or semi-structured
interview (Malhotra, 1999), is its open-ended approach. Based on a list of topics,
which the interviewer wishes respondents to discuss, questions are flexible and
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phrased as the interviewer wishes. Context in this type of interview is very
important. It is the most informal form of data collection and is often rich in
content,which is why it is associatedwith a qualitative approach(Robson,1997).
Group interviewing is the fourth type of interview. Group interviews have special
value for those who want to assesshow several people work out a common view or
a range of views, about some topic (Gilbert, 1993). In this type of interviewing the
topic should be directed and it is up to the interviewer to maintain the focus so that
the discussion does not deviate from the main topic. The researcher aims to
encourage interaction in the group (Robson, 1997; Nachmias and Nachmias, 1996).
Group interviewing allows the researcher to see how people interact when
considering a topic, and how they react to disagreement.

Generally,there is no single bestway of collecting data. In this research,as it will
be discussedlater, the semi-structuredinterview has been used for gatheringthe
data.

This provided the necessary flexibility

needed to generated information

related to the parameters of the effectiveness as perceived by the senior managers
involved. In most cases the researcher has to create an environment in which the

researchercan be trusted and interactedwith informally. In the caseof the present
researchthe informal relationship established with the senior managersover a
numberof yearsmeant that, the researchercould explain the conceptsand construct
to the participant to ensurethe generationof the high quality data. The researcher
also felt that a semi structuredapproachto interviewing senior managersensured
both flexibility andrelevanceof the datacollected.
5.6.2.1.Advantagesand disadvantages
of interview
The interview is a kind of conversation; a conversation with a purpose (Robson,
1997). Interviews carried out for research or enquiry purposes are a very commonly
used approach, possibly in part because the interview appears to be a flexible and
adaptable way of finding things out. The main advantage of interview lies in the
quality of the data obtained. Interviews are the best instruments when a small
number of high quality and detailed responses are to be considered. Nachmias and
Nachmias (1996) argued that flexibility

in the questioning process; control of the
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interview situation; high response
rate; and fuller or supplementaryinformation are
the main advantagesof interview. In contrast,higher cost; interviewerbias; and lack
of anonymity are the main disadvantagesof interview. Interviews offer more
flexibility to the interviewer to
probe for quality information. Personalinterviews
havea better chanceof acceptancereturns,with a low respondents-refusal
rate. The
sampleis less distortedand a much wider rangeof questionscanbe covered(Curran
and Blackburn, 2001; Gorton and Dool, 1983).
Robson (1997) argued that, face-to-face interviews offer the possibility of
modifying one's line of enquiry, following up interesting responses and
investigating underlying motives in
a way that postal and other self-administrated
questionnaires cannot. In contrast, interviewing is time consuming and in addition,
in some fields it appears to be increasingly difficult to obtain co-operation from
potential interviewees (Robson, 1997).

Interviewing is an unusual method in that it involves the gathering of data through
direct verbal interaction between individuals. In this sense,it differs widely from the
questionnaire. All tools of research have their own strengths and weaknesses. It is
commonly agreed that interviewing is time consuming and costly, nevertheless, the
process usually produces a good response rate (Robson, 1997; Judd et al, 1991). It is
held that interviewing allows flexibility and adaptability in the process of eliciting
information from people (Robson 1997). Although the interview allows more
flexibility, at the same time such flexibility
can lead to bias in the way questions are
asked, prompts given and answers recorded. Judd et al (1991) argued that the source
of bias lies in the personalities of both interviewer and interviewee. The problem
highlights the difficulties

of ensuring validity and reliability in the interviewing

process.

5.6.3. Questionnaire
It has been argued that there are two main survey data collection models:
questionnaire and interview. The main purpose of the research questionnaire is to
obtain information that cannot be easily observed or that is not already available in
written or computerized form. Evidence from the questionnaire survey is then used
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for one or more of the following purposes description,explanationor hypothesis
Remenyi
testing.
et ai, (1998) argued that, the type of information sought when
surveying individuals or objects, such as firms, usually includes evidence on
demographicand socio-economicvariables. In addition, dependingon the study,
evidencemay be sought on opinions or beliefs related to behaviors,experiences,
activities and attitudes.
The foundation of all questionnaires is the question. Nachmias and Nachmias
(1996) argued that the questionnaire must translate the research objectives into
specific questions; answers to such questions will provide the data for hypotheses
testing. The question must also motivate the respondentsto provide the information
being sought. The major aspects of the questionnaire, which have to be considered
when formulating questions for the postal questionnaire, consist of its content,
measurement considerations, structure and administration.
5.6.3.1. Advantages and disadvantages of questionnaire
McNeill, (1990) and Nachiman and Nachiman, (1996) discussed the main
advantagesof the mail survey as follows.

"

Low cost

"

Reductionin biasingerror

"

Greateranonymity

"

Considered answers and consultations

"

Accessibility

Although the mail questionnaire has different advantages, meanwhile, it has some
disadvantages in comparison with other survey methods. Nachiman and Nachiman,
(1996) listed the disadvantages of the mail survey as follows:

"

Requires simple questions.

"

No opportunity for probing.

"

No control over who fills out the questionnaire.

"

Low responserate
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From the listed disadvantagesof the mail survey,the low responserate is crucial. In
administrating the survey, it is important to consider the factors affecting the
response rate. The difficulty of securing an acceptableresponse rate to mail
questionnairesrequiresthe useof various strategiesthat canbe takento increasethe
responserate. Two factors ought to be considered.First, the sponsorshipof a
questionnairehas a significant effect in motivating a respondentto fill it out and
return it. Therefore, information on sponsorshipmust be included usually in the
covering letter accompanying the questionnaire. Secondly, the researcher must
appeal to the respondents and persuade them that they should participate by filling
out the questionnaire and mailing them back. In this case providing some facilities
such as self addressed and stamped envelopes is very useful.

5.6.4. Selectionof data collection techniques
As discussed earlier, data collection

methods have been grouped into three

categories consisting of observational methods, questionnaire surveys and
interviews (Nachmias and Nachmias, 1996). This study required the collection of
both quantitative and qualitative data that would facilitate comparison and
hypothesis testing. Therefore, it was decided that a combination of questionnaire
and interview was the most appropriate data collection method (Curran and
Blackburn, 2001). In this research many of variables could not be observed. This
made the observational method, as a main method of data collection inadequate for
the research. However, although the main data collection method was the survey
method, some observations that had been made earlier and the secondary sources

which were availableprovidedthe additionaldata. In this research,wheresecondary
data wereavailable,they provided additionaldata.
5.7. Questionnaire construction
A questionnaireis a formalized set of questionsfor obtaining information from
respondents. Regardless of the form of administration, a questionnaire is
characterizedby three specific objectives(Malhotra, 1999). First, it must translate
164

the information neededinto a set of specific questionsthat the respondentscanand
will answer. Second, a questionnaire must uplift, motivate, and encourage the
respondent to cooperate and to complete the questionnaire. Third, a questionnaire
can be a potential source of response error. Therefore, a questionnaire should
minimize response error. The researcher needs to be careful about the way questions
are put and the structuring of the questionnaire. It is important to note that in
designing the questionnaire two main types of questions were used; closed and open
questions. Whilst the closed questions limited the respondents to proving only the
data which was required, the open questions provided some scope for the employees
to provide additional information. In the present research the questionnaire was

structured(seeappendix 1) in six steps.
First step was the decision about what information is required. It is useful to list all
the items aboutwhich information is required.Baseon the conceptualframeworkof
the research,the subjectarea of discussionis mainly concernedwith the following
concepts:

"

Managerial/leadership effectiveness

"

Effectiveness parameters

"

Contextual influences

"

Organizational(including performance)

"

Leadershipbehavior(styles)

Second step was considering data collection alternatives. It is necessary to answer
the question, is survey research the best way of obtaining the information? In
response to this question, since in this research the primary qualitative and
quantitative data was needed, and the researcher himself has direct access to the

participants, it was concluded that using personal administration or me
questionnaireand carrying out personalinterviewsconstitutedthe best strategyfor
generatingadequateand relevant information to meet the objectivesof the present
research.
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Third Step was the decision about the type of interview
and questionsschedule.In
managementresearchas Bell (1993) has argued, once the researcherhas decided
what he or she needsto know, a decision will have to be made about the type of
interview. A structured interview will produce structuredresponses.And openendedinterview will producea wide rangeof responses.In summary,the interview
scheduleconsistedof the questionsof different types - close-endedand open-ended.
The fourth step was refining the questions and considering how questions will be
analyzed. In this research the researcher decided to include questions related to the
parameters of effectiveness and project performance in the list to be asked. Thus,
the categories of the responses related to the categories of the questions asked and in
this way analyzes were done with ease and the responseswere used to support the
discussions in the categories in which questions were asked.
Preparing an interview schedule or guide was the fifth step in structuring the
questionnaire. It consisted of considering the order of the questions and preparing
prompts in casethe respondents did not provide essential information freely.
Finally, in the sixth step of structuring the questionnaire, revising the questionnaire,
and avoiding bias were necessary for finalizing the questionnaire.

5.7.1. Type of questions
As explained earlier, the questionnaire is self-administered, so the questions must be
simple and detailed instructions must be provided. Questions can be either open
ended or close ended. The type of question chosen has implications for the type of
evidence that can be obtained and therefore on the method of analysis of the
evidence. Since open-ended questions require the respondents to be articulate and
willing to spend time on giving a full answer to the questions, a few of them have
been used in the interviews. While open-ended questions are typically used in
personal interview surveys involving small samples, the close-ended questions are
typically used in quantitative studies involving large samples. Remenyi et al, (1998)
argued that, the assumption is that detailed knowledge is available on the attributes
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of interest and therefore it is possible to pre-specifythe categoriesof responses.In
the presentstudy, the majority of the questionsin the questionnairesurvey were
close-ended.Thereforeit was possibleto pre-codeso as to be amenableto computer
analysisusing statistical packages. Although, close-endedquestionswere difficult
to design, they made the collection and analysis of evidenceand the task of the
respondentseasier.Nearly all of the close-endedquestionswere answered.
5.7.2. Data measurement
Data types vary and are listed as nominal, ordinal, interval and ratio types of data.
Each data type has its own set of characteristics and empirical operations.
According to Zikmund (1991) the nominal scale is the simplest kind of scale as the
numbers and the letters assigned to objects serve as labels for identification or
classification. In the business research for example, the coding of male as 1 and
female as 2 is considered to be an example of the nominal scale. According to
Cooper and Schindler (2003) nominal data involves the collection of information on
a variable that can be grouped into two or more categories that are mutually
exclusive and collectively exhaustive. Nominal data is widely used in surveys when
the data is categorized by major subgroups of the population. Classifications of
nominal data are such as respondents' marital status, gender and age. More
examples of the nominal scale measurements of the questionnaire are as follows:
Q 4. In your opinion, a senior manager/leader should:
- have the right personality, appearanceand attitude

YesQ

No Ej

Don't know Q

- be caring, inspirational, visionary and ethical

YesQ

No [j

Don't know [j

- takerisks and createopportunities

YesL)

No f

Don't know ß

Yes[: ]
- be able to adopt a leadership style suitable for dealing

No (i

Don't know Q

No Q

Don't know Q

with hostile and ever changingenvironment
- motivate knowledge workers and develop learning

Yes [a

organization

The secondlevel of the datameasurementwas ordinal scale.According to Zikmund
(1991) an ordinal scale classifies objects accordingto their degreein an ordered
relationship.A typical ordinal scalein businessresearchasks respondentsto rate a
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certain brand for example,as excellent, good,fair or poor. According to Cooperand
Schindler (2003) the use of an ordinal scale implies a statementof greaterthan or
less than without stating how much greateror less. An example of ordinal scale
measurementlevel is as follows:
Q2. How would you describeyour own managerial/leadershipstyle(s)? Pleaseuse
the following Scale:
Little

So-So

Very

12345
I demandcompliance from employeesand drive to achieve Q
with self-control
I believe in mobilizing people. I have self-confidence and am aQ

changecatalyst
I believe in creating harmony. I have empathy and
communicatewell
I believe in forging consensus, collaboration and team building

Q

I set high standards, initiate drive to achieve objectives

I believe in developing people. I am self-aware and have

empathy

The third and final level of measurementis called the continuous,ratio or interval
scale. Remenyi et al, (1998) argued that, `rating scales' are strictly speaking ordinal.
However, in practice, especially in the field of management, these are treated as
being measured at the interval level' (Remenyi et al., 1998, p. 153). Evidence based
on interval scales can be analyzed by virtually the full range of statistical procedures
such as the mean, standard deviation and Pearson's correlation coefficient. In
practice, although the survey generally makes the most use of evidence at the
ordinal level, some of the variables were measured in continuous scales. Variables
such as the number of employees of the firm, amount of turnover of the firm and
duration of business plan preparation are examples of the variables which are

measuredin continuousscale.
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The question design or style is another issue the researcher bears in mind when
developing and building the questionnaire. According to Bryman (2004) one of the
most significant considerations for many researchersis whether to ask a question in
an opened or closed format. In the case of opened questions, the respondent is asked
a question with no limitation and is not given a choice of answers from which to
choose. The respondent has the freedom to answer as they wish. In the case of
closed questions the respondent is presented with a set of choices from which they
can select an appropriate answer. In this study, attempts have been made to ensure
that there is balance between the close and open-ended questions.
According to Bryman (2004) with self completion questionnaires, most of the
questions are likely to be closed. The process of developing a strongly constructed
questionnaire is extremely important, as it is one of the most important ways of
accomplishing a good response rate. According to Dillman (1983) an attractive
layout is more likely to increase the response rate than other tactics such as reducing
the margins or space between questions. According to Bryman (2004), to avoid the
low response rate problem it is preferable to design the questionnaire as short as
possible, assuring that the layout is easy on the eye and that it facilitates the
answering of all the questions that are relevant to the respondent. As will be
demonstrated below, one of the reason for undertaking a pilot study was to ensure
that about issues are dealt with effectively.

5.7.3. Pilot Study
It has been already indicated that for the current research the author designed the
questionnaire and generated the questions from three basic sources including,
a) Theories of leadership and management, b) previous empirical studies, and c)
managerial effectiveness models in particular `the Parameters of Managerial
Effectiveness'. All relevant theories, empirical studies, and models from which
questions were developed were discussed in chapters two and three. Designing an
effective questionnaire that will

yield appropriate data is a long process. An

important part of this processes it to test the questionnaire on a group of people
similar to the intended sample. The questionnaire was revised several times before it
was ready for administering to the senior managers. There were several rounds of
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discussions between the researcher and supervisors. Further discussions were held
with statistical consultants and other researchers in doctoral research workshops.
The questionnaire was revised after each round of discussions. More importantly,
the questionnaire was tested on senior managers within the Muscat Municipality. In
this regard, the questionnaire was pilot tested on a sample of senior management (2
Director Generals; 4 Deputy Director Generals and 8 Directors) as well as 2
academics (management specialists) and 2 doctoral students in their last stages of
writing

up. Following

a number of minor adjustments to the format of the

questionnaire, it was ready to send to the respondents. For the final version of the
questionnaire please see appendix 5.1.

5.8. Survey and interview process
After design and implantation of the pilot study the researcherbegan the task of
designingthe survey questionnairein order to collect the relevantdatato answerthe
research questionswhich were posed earlier. Once this task was complete the
This was done
researcherhired a consultantto collect the datafrom the respondents.
intentionally to avoid the potential problematic issues which are related to ethical
considerations required appropriate field work. As Burnim (1978), in his evaluation
of public sector employment has highlighted the issue that the `research community
has become more concerned with the political issues associated with the field
research as governments and other political groups have become increasingly
interested in who gets studied and what way. ' (p. 164). The researcher was aware of
this and because of his position in the organization adopted the above mentioned
strategy to ensure that the data collected would not be contaminated in anyway.
Therefore, the questionnaire was used in order to obtain the data from the whole
population and selected respondents were interviewed. This objective was achieved
through the survey process. As mentioned earlier, interviews are very timeconsuming. Then, there is the use of the extra time needed to consider what has
been said during the interview and also consider the notes taken to extend and
clarify points that may have been noted. The validity of the data collected through
the interview depends upon the effective establishment of a particular kind of social
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relationshipbetweenthe interviewer and interviewee.Ackroyd and Hughes(1992)
argued that the task of the interviewer is to obtain information, often of a highly
personaland private nature, from a respondentwho is a strangerwith little or no
obligation to spendtime andeffort answeringquestions.
In order to select the sub-sample
of managing directors for conducting the
interviews, the systematic
sampling method has been used. As Nachimas and
Nachimas (1996) argued, systematic sampling consists of selecting every K
sampling unit of the population after the first sampling unit is selected at random
from the total sampling units. Systematic
sampling is more convenient than simple
Using the systematic sampling, from the 48 senior managers
(48), a total of (K=32) who agreed to
attend the interview, a total of 16 (50 percent)
random sampling.

were selected. This involved 2 Director General (DG), 4 (Deputy Director General
(DDG) and 9 Directors (D).

One consideration in selecting 16 senior participants was the sheer amount of time
necessary for conducting meaningful and productive interviews. Senior managers
by the very nature of their job are `busy people' and it was important that too much
demand was not place on all managers especially the DG and DDG categories.
Moreover, had a larger sample the
of
senior managers been selected for interviews it
could have resulted in `why not me' misunderstanding. After careful consideration,
it was felt that a sample of 16 (33%) interviews
provided adequate information to
meet the objective of the study. Based on the managers' managerial levels and the
interviewees' organizational and personal personality, the initial contact is
especially crucial. Obviously if this fails there is no interview. The interviewer must
give the respondents sufficient information about who the interviewer is, how the
respondent came to be selected, what the questions will be about, assurancesmust
be given as to confidentiality, and permission sought for the interview to take place
(Ackroyd and Hughes, 1992).

In this research the arrangement for interviews were made through personal
informal channels. All interviews have been individually conducted and the
consultant started by

first briefing

the interviewee about the background,
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importance,and objectivesof researchfor the developmentof senior managersand
their organization(Miller, 1991). The secondphasein the processof interview is
establishinga suitably relaxed and encouragingrelationshipbetweenthe interviewer
and respondent.The interviewees were provided with adequateinformation on the
purposeof the researchwhere it was needed.Sincethe creationof an atmosphereof
mutual respect and trust is essential for the successful conduct of the interview, the
interviewees were then assured of the confidentiality of the entire discussion.
During the interviews, since the interview contains significant non-standardized
items, the aim was to place the respondents at ease so that they felt free to talk at
some length. The final stage was bringing the interview to a close and disengaging
from the scene. This can often be harder than it looks, especially if the relationship
has been a rewarding one for the respondent (Singleton et al, 1998; Ackroyd and
Hughes, 1992). There are also cultural implications that have to be observed. For
example, do the interviewees correlate the amount of time spent with interviewer
with the degree importance give to their role as participants to the study or even as
their perceived status as senior managers. To avoid such potential misunderstanding
the respondents were guided towards the completion of the process by being asked
if they felt that there was anything which needed to be included but which had
inadvertently been missed out. Next was the process of thanking the respondents for
their participation in this research.

Interestingly, since the subject of study is

managerial effectiveness, senior managers' interviewed expressed the desire to
know the result of the study. It has been agreed that the result with the entire cadre
of the senior management after the completion of the work.
5.9. Interview format

Since the main purpose of the interview was the generation of the adequate and
relevant data (Analoui, 1999; Ackroyd and Hughes, 1992) which otherwise could
not have been accessed and supporting the responses gathered through survey
questionnaire it was decided to use the main items enquiry as a format in the
interviews. As explained earlier, the researcherfelt that the respondentsmay wish to
expand on their responses. Also, since the questionnaire by its very nature has to
include a large a number of closed questions, it was felt that it would be appropriate
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to provide the participants with an opportunity to provide extra information should
they deem it necessary. Having explained the purpose of the study to the
participants it was evident to them that issuesrelated to managerialand leadership
effectivenessis a main concern.It must be noted that sincethe researcheris alsothe
head of the organization in which the study is being carried out, it was important to
ensure that the participants did not confuse the interviews with that of `annual
performance appraisal'. It was encouraging that the respondents felt free to express
issues related to managerial effectiveness and make `their points made'. More over,
to avoid the issue of associating the physical setting with that authority of the
researcher, as far as possible the interviews were held in a neutral place. Thus, after
a brief `warming up' and `relaxation' the necessary but brief research `background
information' was provided. Almost all senior managers were aware of the research
and seemed to appreciate the fact that their organization (municipality) was adopted
as a case for this managerial study. As one commented, we are pleased that you
have provided us with the opportunity to contribute to this first time study in
Oman'. The participant also found the process and rational for selecting of the
respondents for

interview

as being `fair',

`encouraging' and `appropriate'.

Researchers have recognized that sharing information about the research and the
background to the study facilitates the process of the interview as well as ensuring
the quality and quantity of the data collected.

The interviews coveredconsiderableterritory which we will now explore.
Parameters for Effectiveness: Most questions were centered round `parameters' for
managerial effectiveness and the role of the leadership. The questions were, by and
large, concerned with their perception of and their views on parameters of
effectiveness such as the degree of awareness of the senior managers of their own
and others effectiveness, or the ways they went about increasing their effectiveness.
These questions also corresponded to those which appeared on the questionnaire
and as such provided either extra or more clarification on their part. This part of the
interview formed the main part of the data generation since the researcher's main
interest is to explore the managerial and leadership effectiveness in detail. As noted
earlier, throughout the interviews, the researcher observed that the interviewees
173

showed interest in the topics related to parameters of effectiveness and the
impression given was that they felt that their contribution could `make a difference'
to discovering ways in which they could improve the achievement of the goals of
the Municipality.

This was particularly evident when issues of the `Demands,
Constraints and Opportunities' were discussed. As one of the interviewees (DDG3)
mentioned ". it is good to be a part of the process which leads to better achievement
of our targets, not that we are not doing well, as you are aware yourself (leaning
forward) but there is always room for improvement (sitting back feeling
comfortable that the point has been put across)". In some cases the interviewees
showed more interest in one or more of the parameters in the question. When
interviewing a senior manager, one said "Perception and awareness are important
but in my view the skills and know how makes all the difference. " (DDGI). It was
also interesting to see that most senior participants were aware of the differences
between the transformational and that of the transactional leadership approach and
indeed had no problem in discussing the leadership issues and how they can be
improved.

Contextual Factors: This category of questions was directed towards the context in
which effectiveness was demonstrated. Interviewees showed concern for the
`contextual factors' particularly the environment. One commented, "To be effective
you got to know the environment (American accent), you got to know the physical
environment and the politics.... " And another senior manager was concerned with
the influence of religion, Islam, on senior managers' effectiveness. "This is
important in Islam, to work hard, be fair and give back to the community. That is
what we are here for, the people of Muscat" (D. 6). On the whole, the interviews
showed concern for their role as managers in the Municipality. As one clearly
commented "The Municipality

is different from other ministries, as you are well

aware.. .we are responsible for the city... working for the Municipality is different,
it is projects real projects" DDG. 2.

Interestingly, all interviewees showedconcern for `quality of leadership' and for
`gettingthings done' indicating that they were awareof `being effective'.
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Perceived relevant issues: Finally, to ensure that all relevant information were
gathered, the interviewees were asked if there was anything which they felt was
important to this investigation but that had not come up either in the questionnaire
or the interviews. The initial response was to mention the `wave project', one of the
biggest and high profile projects implemented by the office of Municipality. This
clearly showed that senior managers are `proud' of what is being done and what has
been achieved in a relatively short space of time. However, once they were asked to
be more specific they generally talked about the importance of the `projects', issues
related to the Municipality's

relative status among other ministries and the

importance of `having highly educated staff.

One Director said "I believe the

(senior managers) have
university education makes the difference
... most of us
postgraduate studies from the US. We know how to become successful and make
the best of the resources." (D9). Most participants including the executive members
placed stress on the importance of the managerial skills as oppose to education for
improving managerial effectiveness. For example, "... new skills and competencies
and indeed the management training as the whole helps to develop the managers,
their organization and of course, their work.... " DDG1. On the whole, the questions
asked helped to give a view of the reality which is often not open to top leaders of
the organization - it was revealing.

5.10. Data analysis
The stage of data analysis begins after the data has been collected. The raw data that
is collected in the fieldwork must be edited, categorized and transformed into the
meaningful information that helps the researcher. According to Zikmund (1991) the
conversion of raw data into information requires that data must be edited and coded
so that it might be transferred to a computer or other data storage medium. Editing
is a process of checking and adjusting for omission, legibility and consistency.
Coding is a process of identifying and classifying each answer with a numerical
score. Transforming the data into numerical symbols prepares the data for entry into

the computer.
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The completedquestionnaireshad alreadybeen editedin the field after completion
of eachinterview. It was necessaryto codethe responsesto facilitate computerdata
input. Defining researchvariablesdid the coding of the data.Accordingly for each
variable, its acceptablevariable name (eight characters)was defined. Also the
variable label and variable value were indicated. Since the data analysisof the
quantitative data collected was to be carried out using the SPSSstatisticalpackage,
the dataentry was doneusing the SPSSspreadsheet.
According to Zikmund (1991) descriptive data analysis refers to the transformation
of data into a form that will make it easy to understand and interpret. Descriptive
data analysis involves the calculation of averages, frequency distribution and
percentages distribution. In order to analyze the data and consequently answer the
research questions, the collected data was summarized using statistical graphs such
as, bar charts and histograms. In addition, various descriptive statistics including
means, medians, modes, standard deviations, coefficient of skewness and kurtosis
were calculated. The main reason for such analysis was to get a clear picture of how
the different variables were distributed. The general picture given was that of
skewed and non-normal distributions. In order to cross check these observations

regarding the distributions the Kolmogorove-Smirnovegoodness-of-fittest on the
data to checkfor normality was performed.The result of the testconfirmed that the
majority of the variables were not normally distributed. Accordingly the findings
had a big influence on the choice of statisticaltechniquesusedto analyzethe data
accumulatedthrough survey questionnaire.
Regarding the reliability

of the data, reliability analysis on measurements was

carried out. Reliability refers to the extent to which a scale produces consistent
results if measurements are made repeatedly (Wilson, 1995). The coefficient alpha
is the average of all possible split-half coefficients resulting from different ways of
splitting the scale item (Bums, 2000; Malhotra, 1999). Churchill and Peter (1984)
argued that, this coefficient varies from 0 to 1, and a value of 0.6 or less generally
indicates unsatisfactory internal consistency reliability. In saying this, they implied
that, value of alpha above 0.6 were generally acceptable. In this research the
coefficient alpha was computed for the various variables. The value of alpha ranged
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from 0.74 to 0.96. This coefficient

gavean indication of the internal consistencyand
thereforestability of measurementgeneratedby researchscalesand indicated that,
the datacollected werequite reliable.
As for the qualitative data, following

the interviews, the data was edited and

categorized. As mentioned earlier, a mixed method was used (triangulation), on the
evidence collected to ensure a better understanding the processes involved. Using a
pre-determined format of questionnaires three categories of questions were used to
ascertain their views on parameters for effectiveness, the importance of contextual
factors on their effectiveness and attempting to generate information which were not
directly related to the main objectives of the study but are important for better
understanding the motives for senior managers increased effectiveness. On the
whole, the interviews generate rich data, which resulted in sense being made of the
behaviors observed. Moreover,
as will be shown in the next chapter, the qualitative
data provided information regarding the motives for the actions which were taken
by the participants in implementing the various stages of the development projects
in Muscat, Oman.

5.11. Chapter summary
This chapter has reviewed a number of alternative approaches to the design of an
appropriate methodology (triangulation) to meet the specific objectives of this study
including qualitative and quantitative research methodologies, research process,
data collection methods, and data analysis techniques. It has been concluded that,
the objectives of this research require that rich, qualitative and quantitative data be
collected; thus a methodology

which combines qualitative and quantitative

approaches. In order to study the processes which underlie and influence the
managerial effectiveness in the Municipality of Muscat, a `case study' approach was
deemed appropriate. Management researchers use a wide range of techniques to
collect their primary data. In order to gather the data, a combination of both
questionnaire and personal interview survey techniques was judged to provide the
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most comprehensive means of capturing exploratory, descriptive and explanatory
data pertinent to the stated research objectives.

Through preliminary analysis, it has been found that, a portion of the data violated
several of the assumptions underlying parametric analysis. The data generated
through interviews proved to be rich in quality and enable the researcher to make
sense of the processes involved as well as understanding the motives behind the
behavior of the actors involved. Adequate preparations and the pain staking process
of data collection resulted in the collection of adequate and relevant data for this

research.
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Chapter Six: Data Analysis
6.1 Introduction

The discussion on the methodology adopted for this empirical research was
provided in chapter five. It has been explained that the main methods of data
collection in this research are survey questionnaire supported by sample interviews.
In this chapter the data generated through self administered survey will be analyzed,
explored and discussed in some detail. The aim of this chapter is to present the
findings from the data analysis carried out for this empirical research. Furthermore,
in chapter seven, these findings will be interpreted in relation to the research
questions of the study and will be discussed with respect to the existing theories
which were reviewed in the preceding chapters.

In order to analyze the data and consequently discuss the results, the collected data
was summarized using `descriptive statistics'. This type of data analysis gives a
clear picture of the distribution of the data and consequently helps to select
appropriate statistical tests for data analysis and discussion. In this chapter, first the
demographic profile of the respondents will be explored. Second, the data regarding
the senior management leadership effectiveness will be analyzed. Third, the data
analysis will continue with respect to contextual influences and leadership style in
the Muscat Municipality and the public sector in Oman. Finally, the chapter will
end with a conclusion and summary.

6.2. Demographic profile of the respondents
To draw a correct profile of the senior managers within the Muscat Municipality, a
number of interrelated questions were asked in section one of the survey
questionnaire relating to the respondents' managerial position in the organization,
gender, ages, total years of working experiences in the public sector in Oman in
general and in Muscat Municipality in particular, and their qualifications.
Demographic data provided valuable information concerning who took part in the
survey and later participated in the interviews. The analysis of the data and the

relevantfindings arediscussedin brief.
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6.2.1 Managerial position of the
respondents
From a total number of 48 senior managers, eight (16.7%) respondents were the top
(team) management (Director General); eight (16.7%)
respondents were the next
level in the hierarchy of the organization (Deputy Director General)
of the Muscat
Municipality. The largest group in the survey were those senior managers in charge
of the operational aspects (Directors) (No = 22,45.6%) and others (No= 10,21.2%)
e.g. senior specialists (OD Changes) and consultants/production managers. Table
6.1 illustrates the frequency distribution of the managerial position of the

respondents.
The interrelation between the personal characteristicsof the respondentswill be
discussedlater in this chapter.However a preliminarydata analysisshowsthat there
is no significant relationship between the managerialposition of the respondents
and their educationallevel.
Table 6.1 Frequency distribution of the managerial position of the respondents

Valid

Frequency

Percent

Cumulative Percent

8

16.7

16.7

8

16.7

33.4

*Director

22

45.6

79.0

fie'

10

21.0

100.0

Total

48

100.0

Director General
Deputy

Director

General

source: Data Analysis

Therefore, it is important to note that in public sector organizations such as Muscat
Municipality, promotion to senior management positions is usually not entirely
based on the result of the systematic and objective assessmentof the individual's
educational level and qualifications but, rather it is based on subjective merit
appraised by their immediate superiors.
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This category of staff occupies senior positions in the organization. Despite the
traditional approach to promotion and career development, the senior managers,
irrespective of their educational and professional qualifications, seemed to perform
their job well. It is noteworthy to mention that `Heads of Departments' are classed
as middle management and therefore were not included in the survey (see chapter
five).

6.2.2 Respondents' gender
Regarding gender, the vast majority of the respondents (N = 47,97.9%) were male
and only 2.1% of the respondents (N = 1) was female. This result confirms that
most of the top management and especially the senior management positions in

Figure 6.1 Distribution of the gender of the respondents

o Male

Q Female

Source: Data Analysis

Muscat Municipality are occupied by men rather than women. Perhaps this result is
related to the cultural and political issues in the public sector in Oman. Figure 6.1
shows the distribution of the frequency of the respondents in terms of their gender.
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6.2.3. Respondents' age
In this research the respondents were asked to indicate their age groups. One of the
reasons for using the age group rather than the exact age of the respondents was
their possible intention to respond to the question correctly. The reason for
measuring the age of the respondents was to explore the relation between age of the
respondents and their managerial characteristics. It has been argued that, the age of
the senior managers is highly correlated with their total work experience, and
organizational and industry tenure. For instance, it has been proposed that older
executives are more committed to the status quo than are the younger executives.
Kakabadse (1999) also argues that younger does not necessarily mean better. Figure
6.2 provides the classification of the respondents' age groups. The respondents were
categorized into four groups: group one (29 or less years old), group two (30-39
years old), group three (40 to 49 years old) and group four (50 years old and over).
Figure 6.2 Classification of age groups of the respondents

Source: Data Analysis

The first group has the lowest (2.1) and the second age group has the highest (66.7)
be between
percentages. Thirteen of the respondents (27.1%) reported their age to
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40 to 49 years old. The majority of the respondents (N=32,66.7%) were between 30
to 39 years old and the remainder (N = 2,4.2.2%) reported their age as being 50 or
older.

6.2.4 Working experiencesof the respondents
A preliminary analysis of the data shows that the respondents' total years of service
in the public sector (Mean = 3.52, Std. Deviation 1.130) are highly correlated to
their work experiences in the Muscat Municipality (Mean = 3.44, Std. Deviation
1.109). Table 6.2 illustrates the cross tabulation of the total years of working
experiences in the Muscat municipality

versus the total years of working

experiences in the public sector as a whole.

In this research the total work experiences of the respondents in both the public
sector and the Muscat Municipality were categorized into 4 groups. The findings of
the research show that 12 of the respondents (25%) had 6 to 10 years work
experience, in Muscat Municipality, while 11 of the respondents had 6 to 10 years
working experience in the public sector. For the 11 to 15 years of working
experience category, the results were exactly the same (No = 14,29.2%) for both
the Muscat Municipality and the public sector. Whilst there were slight differences
in the results in terms of the total years of working experiences for the 16 to 20
years and 21 years or over categories in both the Muscat Municipality and the
public sector (see Table 6.2).

The findings reveal that the majority of the respondents have started their career in
the Muscat Municipality and stayed with the organization for a very long time. In
other words, there is no evidence to show that the work force and more specifically
the senior managers are mobile between the Municipality and other organizations in
the public sector. This conclusion, however, may not apply to the public sector in

Oman,as the whole.
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Table 6.2 Cross tabulation
Muscat Municipality

of the total years of working experience in the
and the years of working experience in the Public Sector.
Total yearsof working experiencein the
Total

Public Sector

Total
years

6-10
of

6-10

11-15

16-20

>=21

11

0

0

1

12

0%
.

0%
.

8.3%

100.0%

0

14

0

0

14

0%
.

100.0%

0%
.

0%
.

100.0%

0

0

10

1

11

working experience in the .0%
Muscat Municipality

0%
.

90.9%

9.1%

100.0%

Count

0

0

0

11

11

% within Total years of
working experience in the

0%
.

0%
.

0%
.

100.0%

100.0%

11

14

10

13

48

22.9%

29.2%

20.8%

27.1%

100.0%

Count
% within Total years of

working

working experience in the 91.7%

experience
in
the 11-15

Muscat Municipality

Muscat

Count
% within

Municipali

working

ty

Total years of
experience in the

Muscat Municipality
16-20

Count
% within Total years of

>=21

MuscatMunicipality
Total

Count

% within Total years of
working experience in the

Muscat Municipality
Source: Data Analysis

6.2.5 Educational levels of the respondents
Another interesting characteristic of the senior managers in the Muscat Municipality
is their educational level. Education may be considered as indicative of one's
knowledge and skill base. As noted by Hitt and Tyler (1991) the senior manager
different
who has one type of formal education can be expected to have developed
than
problem-solving skills and mental models with which to manage their work
decided
senior managers with a different type of formal education. Thus, it has been
to measure the senior managers' educational level in conjunction with their
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professional qualifications. The educational level of the respondents was divided
into four categories including: Up to High School Certificate, Bachelor and Masters
Degrees including MBA, and Ph.D. Figure 6.3 shows the educational levels of the
respondents in the studied organization.

Figure 6.3 Educational levels of the respondents

Source:Data Analysis

The data analysis revealed that about half of the respondents (N = 27,56.3%)
reported that, they had a Bachelor degree in areas such as management, engineering,
sciences. Thirteen (27.1 %) of the respondents reported their education was up to
High School Certificate, whilst only 16.73% (N = 8) of the respondents reported
that they possesseda Masters degree. In the post graduate category the frequency
for Ph.D. or equivalent was zero.

Regardless of the respondents' differing educational levels, the respondents were
asked to indicate whether or not they have had any professional qualifications. In
this regard, 33.3% of the respondents (N=16) reported that, they have attended some
form of management training program and possessedprofessional qualifications,
while the majority of the respondents (66.7%) reported that, they do not possess any
professional

qualifications.

The professional

qualifications

and management

training programs reported here are different from those of the formal degrees
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offered in management and other disciplines. Table 6.3 reveals the cross tabulation
between professional qualification and educational level of the respondents of the

respondents.
However, by checking the details of the data analysisprovided in Table 6.3 no
significant association has been found between professional qualification and
educationallevel of the respondents.
Table 6.3 Cross tabulation between professional qualification

and educational

level of the respondents
Professionalqualification

Highest level

High

of education

Certificate

School

Yes

No

3

10

13

23.1%

76.9%

100.0%

18 8%
.

31.3%

27.1%

%ofTotal

6.3%

20.8%

27.1%

Count

11

16

27

40.7%

59.3%

100.0%

% within Professional qualification

68.8%

50.0%

56.3%

% of Total

22.9%

33.3%

56.3%

2

6

8

25.0%

75.0%

100.0%

12.5%

18.8%

16.7%

% of Total

4.2%

12.5%

16.7%

Count

16

32

48

33.3%

66.7%

100.0%

% within Professionalqualification

100.0%

100.0%

100.0%

% of Total

33.3%

66.7%

100.0%

Count

of the

% within Highest level of education

respondents

of the respondents
% within Professionalqualification

Bachelor Degree

Total

% within Highest level of education
of the respondents

Master Degree

Count
% within Highest level of education
of the respondents
within Professionalqualification

Total

% within Highest level of education
of the respondents

Source: Data Analysis
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6.3 Role of senior managersand their effectiveness
Organizational achievements are often explained by the suggestion that there is a
direct relationship and correlation with the effectiveness of the leadership of the
organization. Svensson and Wood (2005) argued that the actual effectiveness of this
leadership itself may be regarded to be the outcome of timely precision in
management and business practices, as well as the outcome of contextual precision.
In addition, leadership effectiveness in organizational achievements is often
regarded as being the outcome of skills rather than serendipity in management and
business practices. In this section an attempt has been made to analyze the
respondents' perception of senior management and leadership effectiveness in the
public sector in Oman in general and the Muscat Municipality in particular.

6.3.1 Senior managementinvolvement in large scale projects
As it has been discussed in the literature review (chapter two), leadership
effectiveness in management is not new. It has been addressed in the literature for
more than a few decades. Many authors argue that senior managers should be
involved in long term and strategic decision making rather than operational and day
to day operations. As Svensson and Wood (2005) argue, this view is based on the
belief that a top-down approach of leadership effectiveness is superior to the
bottom-up approach. It proffers the worth of strategic management issues, but
neglects the knowledge and awareness inherent among staff at tactical and
operational levels of business practices. It also proffers a mechanical view of staff
performance and ignores the worth of the generation of ideas from subordinates on
management and business practices that may contribute to organizational
effectiveness.

In this research the respondents were asked to indicate whether they see themselves
as one of the key individuals in the management of large scale projects in Muscat
Municipality. As shown in Figure 6.4 the majority of respondents (N=26,54.2%)
considered themselves to be key people within their organization, whilst only nine
of the respondents (18.8%) believed that they were not involved in managing major
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projects and making strategic decisions within their organizations. Another
interesting finding of this research is that 13 of the respondents (27.1%) could not
identify their role and involvement in managing large scale programs. This might be
because some senior managers often perceive `involvement' as being `in charge', in
reality however, a large number of senior staff are involved in the planning and
implementation of the large scale projects.

Figure 6.4 Involvement in managing large projects

Source:DataAnalysis

6.3.2. Types of projects senior managers are involved in

The respondents also were asked to indicate the large scale projects with which they
had been involved in during last three years. The respondents identified a wide
range of large scale projects. Some of the projects in which the respondents were
involved include the Muscat Festival, E-government conference, Sultan Qaboos
Architectural

Award,

Sports

Committee,

Development

of

Streets, Road

Construction Projects, Change of IT Systems, CRM Projects, City Illumination
Project, Refurbishment of Low Cost Houses, Constructing Parks and Sahel, Human
Resource Planning, Developing Service Committees, Renovation of the Fish
Market, Aseeb Souq Street Development, and Map Development. Out of all of the
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major projects, the following projects have beenidentified as the top threeprojects
by the respondents:

9

The Muscat Festival

"

Constructionprojects,and

"

City developmentprojects

It is important to mention that the respondents were asked to prioritize the projects
in which they were involved in terms of the time they allocated to each project.

6.4. Description of effective leader/manager

The literature shows considerable ambiguity between leadership effectiveness and
organizational

achievements. It

is argued that leadership effectiveness in

management in the public sector is often seen as crucial to explain and predict
organizational achievements (Svensson and Wood, 2005). Some authors also argue
that the belief in leadership may be one of the most deeply rooted human
assumptions, but at the same time argues that it has been difficult to confirm the link
between leadership and organizational achievements, and that empirical support is
doubtful (Thomas, 1993). As indicated earlier (see chapter two) there are different
characteristics which have been attributed to leadership (Bass, 1990)

In this research, it was very important for the researcher to explore the senior
managers' perceptions of effective leadership. Therefore a question was designed
and included in the survey questionnaire which asked the respondents to describe
the characteristics of an effective leader/manager in their organization. Table 6.4
illustrates the descriptive statistics of senior managers' perceptions of an effective
leader.
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Table 6.4: The descriptive statistics of senior managers' perceptions of an
effective leader

A good motivator
Ability to supervise/lead
Allocate resources
efficiently
Inspire people to perform
beyond their contractual
responsibilities
Making people work to
their contract
Meet deadlines
Perform tasks
satisfactorily
Responsible,
conscientious and
focused
Solve problems
Teamwork/participation
Valid N (listwise)

N

Minimum

Maximum

Mean

Std.

Skewnes

Statistic
48
48

Statistic
1
1

Statistic
2
2

Statistic
1.56
1.54

Statistic
-.260
-. 173

48

1

2

1.69

Statistic
501
.
504
.
468
.

48

1

2

1.62

489
.

-. 533

48

1

2

1.90

309
.
459
.
377
.

-2.676

-1.847

-.835

48

1

2

1.71

48

1

2

1.83

48

1

2

1.71

459
.

-.947

48
48
48

1
1

2
2

1.71
1.60

459
.
494
.

-. 947
-.440

Source:Data Analysis
This question is aimed at exploring the perception of the senior managers of their
own effectiveness and at discovering what characteristics and qualities they think an
effective manager should possess. The respondents answered the questions using
different indicators. The characteristics included were `being a good motivator',
`having the ability to supervise/lead', `allocate resourcesefficiently', `inspire people
to perform beyond their contractual responsibilities', `making people work to their
contract', `meet deadlines, perform tasks satisfactorily', `being responsible', `being
conscientious and focused', `being able to solve problems, and `encouraging
teamwork/participation' at work. The data analysis revealed that (see Table 6.5) the
following ten groups of managerial characteristics in their order of priority were
stressedas the most important qualities.
Further data analysis shows that the qualities which were described portrayed a
manager who is able to both carry out the task and deal with people at work
effectively. However, most emphasis seems to have been placed on making people
work to their contracts, perform tasks satisfactorily and solving problems. It was
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-.947

Table 6.5 Perceived priority
leadership

of managerial characteristics for effective

Managerialcharacteristics

Score

Mean

St. D

Making people work to their contract

1st priority

1.8

0.308

Perform taskssatisfactorily

2nd priority

1.8

0.376

Solve problems

3rd priority

1.7

0.459

Meet deadlines

4th priority

1.7

0.459

Responsible, conscientious and focused

5th priority

1.7

0.459

Allocate resourcesefficiently

6th priority

1.6

0.468

responsibilities

7th priority

1.6

0.489

Teamwork/participation

8th priority

1.6

0.494

A good motivator
Ability to supervise/lead

9th priority

1.5

0.501

10th priority

1.5

0.503

Inspire peopleto perform beyondtheir contractual

source: Data Analysis

also noted that managersfelt that they ought to be ableto perform tasks with little
or no supervision at all. When they were asked whether this is their expectation
from their subordinates,or whetherit is that they feel that they are constantlybeing
supervised,mostexpressedthe former ratherthan the latter.
In this research the characteristics of an effective leader/manager have been cross

checked with another question. The senior managerswere asked to answer the
questionwhich consideredthe following different leadershipattributes:

"

Havethe right personality,appearanceand attitude

"

Be caring, inspirational,visionary and ethical

"

Take risks and create opportunities

"

Be able to adopt a leadershipstyle suitable for dealing with a hostile and
ever changingenvironmentand;
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"

Motivate knowledge workers and develop learning organization

Figure

6.5:

The

respondents'

opinions

concerning

effective

leadership

attributes

50

No

Q Don't know

45
40
35
30
25!
20
15

10
5'
0
right personality,
appearance and
attitude

caring,
inspirational,
visionary and
ethical

take risks and
create
opportunities

be able to adopt
a appropreate
leadership style

Source: Data Analysis

As is illustrated in Figure 6.5, the majority of the respondents agreed with the
propositions about effective leadership characteristics.
6.5. Managerial skills
In section two of the survey questionnaire one essential question was asked so as to
explore the views and perceptions of senior managers concerning the importance of
a set of three managerial skills categories namely task related skills, people related
skills, and self and career development skills which have been identified in the
literature as being the most salient behavioral skills required for managerial
effectiveness.
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6.5.1. Categories of managerial skills

The objective was to ascertainhow the seniormanagersin eachmanageriallevel of
the hierarchy perceived the importance of different managerial skills for their
effectiveness. For this purpose, senior managers were asked to identify the
managerialskills they consideredto be essentialfor ensuringtheir effectiveness.
Figure 6.6 Categories of managerial skills required by senior managers

Task related
5040
30-

Sdf dewcP11 nt "

People related

Source: Data Analysis

To analyze the perceptions of senior managers, the mean value of the ranked scores
was used. Subsequently, to rank the importance of each of the predetermined
categories of skills, the average mean scores of the skills within each category were
calculated and used for the comparative analysis. The general picture of the
respondents' perceptions of managerial skills can be seen in Figure 6.6.
Table 6.6 represents the rated importance of the managerial skills categories ranked
by the mean value of each specific category. These results establish a hierarchical
list of managerial skills required for the effectiveness of senior managers as a whole
and they are in line with Analoui's (1999) findings that senior managers tend to
view people and self related categories as the most important for their effectiveness.
The senior managers were asked to suggest some managerial skills, in order of
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priority to them, which in their view are essential for ensuring their increase of
effectiveness. Analysis of questionnaires show that from among the numerous
skills, knowledge and abilities which were reported to be essential for increased
managerial effectiveness, the most important ones are associated with the peoplerelated and analytical categories and not the task-related ones.
The responses provided largely concur with the findings of previous studies of the
senior managers in other developed and developing countries. Senior managers
become more and more aware of the need and necessity for possession of skills
which enable them to work with people; simply becauseawareness has been gained
that one cannot be effective unless he or she can work with or through people,
namely colleagues, peers and subordinates. One of the main themes of this research
is based on the assumption that the overall increased effectiveness of senior
managers depends more on their ability to manage people effectively. As mentioned
earlier the category of people-related skills has emerged as the most important set of
managerial skills which is required for the increased effectiveness of senior
managers.

The results shown in Table 6.6 once again support the main hypotheses of the
research. It is interesting therefore, to see that human skills are perceived as a more
important factor than functional skills. Analysis of the data indicates that selfefficacy is more important to a senior manager's performance and increased
effectiveness compared with human skills and functional skills.

6.5.2. Managerial skills and professional qualifications
Further analysis (Table 6.7) revealed that there is a clear indication that a relevant
educational background, and management training and experience are perceived as
less important factors than those of the behavioral skills. Nevertheless, this result
indicates that a relevant educational background and management training and
experience are considered as highly influential factors in the performance and
increased effectiveness of senior managers. It was also revealed in the course of the
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Table 6.6 Perceived importance of Managerial Skills
Description of skills

Mean

St. Deviation

1.04

0.202

1.38

0.489

1.29

0.459

Managing people
Managing change
Effective communication
Creating organizationalclimate
Effective time management
Effective motivation of people
Team working andparticipation
Managing conflict
Delegation andresourceallocation

Analytical and careerdevelopment
Improving one's overall effectiveness
Managing stressat work
Problem solving
Work planning
Managing one'scareerdevelopment
Developing one's own potential

Managing tasks
Decision making
Strategicplanning
Organizationalanalysis
Information Technology
Maintaining effective interaction system
Financial planning
Controlling
Managing financial aspectsof work

Source:Data Analysis
interviews that senior managershavehigh regardfor managerialexperienceand its
importancein terms of increasingtheir effectivenessat work.
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Table 6.7 Cross tabulation

between managerial skills, and professional and

management qualifications
Variables

Professional and management

Managerial Skills

qualification
Yes

No

Yes

14

32

No

2

0

Yes

10

20

No

6

12

11

32

5

9

Managing people (e. g. leadership,
motivation,
and communication)

Analytical and career development
decision

making,

problem

skills (e. g.

solving,

career

planning)

Managing tasks (e.g. finance, IT, information, Yes
strategicplanning)
No

source: Data Analysis

6.6. Organizations]

criteria

In the second section of the questionnaire a question has been designed to identify
the organizational factor affecting managerial effectiveness in the Muscat
Municipality.

Managers were asked what the criteria for effectiveness in their

organizations are. To analyze senior managers' responses, the researcher adopted
Analoui's model (1999), which identified 10 organizational criteria for increased
effectiveness in organizations. He reported that from a list of 38 criteria used to
determine effectiveness, the eleven most widely used criteria throughout the public
sector, ranged from

`meeting targets',

the most important,

to

`increased

productivity' the last in the list of priorities. Meeting targets usually referred to what

was expectedfrom the employees.
The organizationalcriteria identified in Analoui's researchareas follows:
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"

Meeting targets

"

Publications

"

Self-discipline

"

Good achievement

"

Self-motivation

"

Planning abilities

"

Time management

"

Goodand punctualreport writing

"

Well-motivatedstaff

"

Training

"

Increasedproductivity

Table 6.8: Organizational

Increased productivity
Being competitive
Self-motivation
Time management
Meeting targets
Compliance with
rules and regulations
Planningabilities
Valid N (listwise)

factors influencing managerial effectiveness

N
Statistic
48
48
48
48
48

Mean
Statistic
1.56
1.56
1.50
1.50
1.48

48

1 46
.
1.40

48
48

Std.
Statistic
501
.
501
.
505
.
505
.
505
.
504
.
494
.

Variance
Statistic
251
.
251
.
255
.
255
.
255
.
254
.
244
.

Skewness
Sta istic
Std. Error
343
-. 260
.
260
343
-.
.
000
343
.
.
000
343
.
.
343
086
.
.
173
343
.
.
440
343
.
.

Source:Data Analysis

As expected, in this research a list of factors was produced which was not exactly
the same as those from Analoui's 1999 researchoutput. Evidently, this is becauseof
the inherent differences in organizational specifications deriving from the nature of
the work in Oman's public sector, its history, size and the like which tended to
support the basis for a particular way of working and standard with which
effectiveness was measured. Table 6.8 illustrates the list of organizational factors
influencing managerial performance and effectiveness identified in this research.

In the Muscat Municipality most senior managers expressed the opinion that the
most important top three factors were increased productivity (Mean = 1.56, St.D =
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0.501), being competitive (Mean = 1.56, St.D = 0.501), and being self motivated
(Mean = 1.50, St.D = 0.505). They all indicated that what was important to their
effectiveness was that their staff was achieving targets. However, it became clear
that targets were often `set' for the subordinates with little degree of involvement in
the setting of those targets on the part of the employees concerned. Criteria such as
time management appeared to be the fourth (Mean = 1.50, St.D = 0.505) most
important factor for determining effectiveness from an organization's point of view.
Meeting targets has been considered to be the fifth (Mean = 1.48, St.D = 0.505)
most important factor determining manager's effectiveness in the firm studied. The
reason for this is largely due to the involvement of senior managers in the large
number of projects implemented in the Muscat Municipality. Senior managers,
because of the nature of their job, were expected to be able to manage time and
achieve their targets in an effective manner. Other criteria such as compliance with
rules and regulations (Mean = 1.46, St.D = 0.504), and planning abilities (Mean =
1.40, St.D = 0.494) were seen as important criteria and were indicative of the
expectations from top managers of their subordinates.

Table 6.9: Association between the top sevenorganizational criteria
Test Value =0

Being competitive
Increased productivity
Planning abilities
Time management
Compliance with
rules and regulations
Meeting targets
Self-motivation

t
21.593
21.593
19.568
20.567

df
47
47
47
47

20.065

47

20.299
20.567

47
47

Sia. 2-tailed
000
.
000
.
000
.
000
.
000
.
000
.
000
.

Mean
Difference
1.56
1.56
1.40
1.50

95% Confidence
Interval of the
Difference
Lower
Upper
1.42
1.71
1.42
1.71
1.25
1.54
1.35
1.65

1.46

1.31

1.60

1.48
1.50

1.33
1.35

1.63
1.65

Source: Data Analysis

As has been already mentionedthe top organizationalcriteria has been identified
from a long list of factors. There is a significant associationbetweentheseseven
variablesas illustratedin Table 6.9.
Regardlessof the difficulties, demandsand constraintswith which managerswere
faced,the organizationexpectationwas an ability to `get on with it' and `getthejob
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done'. These were expectations very similar to the characteristicused by the
managersto describe an effective manager.It could be argued that all managers
were aware of what was expected from them and that their views and opinions
concerningmanagerialeffectivenesshas been partly, or even to a large extent in
somecases,formed by the dominant value systemof the organization.As far as the
top managementis concerned,as shownin the literature,thereis a tendencyon the
part of the senior managersand executives(top team) to identify with the core
values of the organization and what was observed in the Muscat Municipality
confirmedthe statedbelief.
6.7 Motivation at work
It has been discussed that people are the most valuable asset of an organization as
the success and sustainability of a company is highly dependant on its employees.
Without question, each and every employee needs some form of motivation
regardless of the size and nature of the organization that they are working for.
Therefore, in order to be more effective and efficient in today's public sector
environment, the managers must have the ability to motivate their employees. As
discussed earlier in the literature review chapter, Rabey (2003) defined motivation
as `the mainspring of behavior, it explains why individuals choose to expand a
degree of efforts towards achieving particular goals'. Motivation can be defined as
`the set of processes that arouse, direct and maintain human behavior toward
attaining some goal' (Manolopoulos, 2008). It can be further summarized as the
driving forces within individuals by which they attempt to achieve some goal in
order to fulfill some need or expectation. To fully understand motivational
processes in its true sense, and the importance of motivation in an organization, one
must understand the two fundamental theories of motivation, namely content and
process theories.

The purposeof motivating employeeswill vary from organizationto organization.
However, one fundamental factor will remain, that regardlessof the problem,
managersalways want a positive resolution. Analoui (1999)contendsthat in order
to understandeffectiveness attention has to be paid to all parametersof the
phenomenon,in particular the motive behindthe actionsundertakenby managers.
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In this researchthe respondentswere askedto answerthe question"what motivates
" The analysis of the
you towards your managerial leadership effectiveness?
quantitative data (see Table 6.10) revealed,not surprisingly, that the motivators
were those factors which were not already present at work. Motivators, such as
`recognition from superiors', `job satisfaction' and `training and self-development'
will be reportedto be the main motivating factorstowardseffectiveness.Thus, these
and other remaining factors such as `promotion' and `good teamwork' seemto be
symptomatic of the following issues.

Table 6.10: Priority of motivational factors
Motivational factors

Priority

Remuneration

Ist

Recognitionfrom superiors

2nd

Job satisfaction

3rd

Training/self-development

4th

Provisionof resources

5th

Promotion

6th

Good teamwork

7th

Contribution to development of institute

8th

Rewardfor good/hardwork

9th

Achieving set goals

1Oth

Source: Data Analysis
It was interesting to note that what was expressed as the motivators were indeed the
problem areas, and the main sources of discontent and frustration on the part of the
senior managers. The fact that remuneration was seen as the most important
motivator was due to the inadequate presence of `hygiene factors' in the Muscat
Municipality as a whole. By far remuneration, salary and economic incentives seem
to constitute the root of ineffectiveness at work within the public sector as the
whole. In other studies, most senior officials seemed to be concerned with their
level of
earnings and that their effectiveness is adversely affected by the low

remuneration.
200

Top managementshoweddeepdissatisfactionwith the `worseningsituation'. "How
can senior managersmotivate their employees?We have no control over it at all."
Interestingly, the employeestoo were aware of the limitations imposed on their
superiorsin terms of deciding on the reward offered to civil servantsin this sector.
On average,it was reported that `comparedwith the private sector the
monthly
salaries within the public sector as a whole are generally low and a sourceof
discontent. Some senior managersreported that `from time to time, they had to
supplementtheir salaries' and that there is need for a better reward systemwithin
the public sectorone which relatedperformancewith pay.
6.7.1. Association between motivational factors

Further data analysis revealed that theseand the other remaining factors such as
`promotion' and `good teamwork' seemto be symptomaticof the different issues.
Table 6.11 illustrates the correlation betweenmotivational factors in the studied
organization. Data analysis shows that the reward system within the public sector
acts as a de-motivator and adversely affects the senior managers' effectiveness at
work. Managers feel that they do not receive recognition for work well done. The
managerial style adopted by the top management is responsible for this. Job
satisfaction, especially among directors, seems to be the most important motivator
for remaining in their posts. Achievement of targets set also added to a senseof job
satisfaction and thus acted as a motivator in their work. Those managers who were
responsible for challenging work found the challenge to be motivating and the main
reason for their effectiveness at work. Provision of resources and teamwork were

suggestedto work as motivators.
It was interestingto note that what was expressedas the motivatorswereindeedthe
problem areasand the main sourcesof discontentand frustrationon the part of the
seniormanagers.Someeconomicissuessuch as inflation and a substantialdecline
in the purchasing power of the managerstogether with organizationalstructural
reform adds to the worseningsituation as far as the motivation for effectivenessis
concerned.
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Table 6.11 Correlation between motivational factors
I

II

I

1.00

11

0.07

III

0.17

III

IV

V

VI

VII

VIII

IX

1.00
0.23

1.00

IV

0.02

0.77**

0.30*

1.00

V

0.31**

0.15

0.48**

0.06

VI

0.03

0.03

0.21

0.06 0.03

VII

0.63**

0.28

0.09

0.10 0.55**

VIII

0.14

0.05

0.17

0.10

IX

0.02

0.16

0.05

X

0.28

0.28

0.09

1.00
1.00
0.10

1.00

0.02

0.31

0.03

1.00

0.27

0.31

0.00

0.02*

0.07

1.00

0.19

0.01

0.29 *

0.02

0.38

0.07

* Correlation is significant at the 0.05 level (I
-tailed).

**Correlation is significantat the 0.01 level (1-tailed).
I. Managerialposition of the respondents
II. Achieving set goals/targets
III. Good teamwork
IV. Promotion
V. Remuneration
VI.
VII.

VIII.

X

Training/self-development
Achievement

Job satisfaction

IX.

Recognition from superiors

X.

Reward for hard work
Source: Data Analysis
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1.00

6.7.2 What motivates senior managers?
This study set out to examinewhat importantforcesare behindthe seniormanagers'
attitudes to work and more particularly what factors determinesenior managers'
motivation in maintaining quality performancein their jobs. Thus, section five of
the survey questionnairewas designedto obtain relevantdata for this purpose.The
respondentswere askedto rate the importanceof 18 factorswhich they considered
to be a motive or need in relation to maintaining their quality performancein the
job. The identified factors have been drawn primarily from those clustersalready
describedin the content theories of motivation (Hertzberg,et al, 1959; Hertzberg,
1966).
Table 6.12 Motivational Factors Influencing Senior Managers' Performance
Rank Order

Motivational factors

Mean

St.D

1st

Well respectedand high statusjob
Recognitionof good work

4.82

0.71

4.78

0.77

Opportunity for advancement
Understandingsuperior

4.62

0.82

4.10

0.64

4.01

1.04

6th

Pleasantwork relationships
Job with a valuablepurpose

3.98

1.55

7th

Authority to makedecisions

3.90

0.48

8th

Job autonomyand freedom

3.89

0.79

9th

Vast amount of responsibilities

3.81

0.92

10th

Participationin policy making

3.60

0.98

1Ith

Good working condition

3.58

0.77

12th

Good salary

3.50

0.82

13th

Job security

3.48

0.92

14th

Opportunity for development

3.44

0.87

15th

3.35

0.91

16th

Participationin MD programs
Well rewardedjob

3.32

0.67

17th

Fair appraisalsystem

3.11

Q.8l

18th

Variation of the tasksin thejob

2.90

0.64

2nd
3rd
4th
5th

Source:DataAnalysis
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Table 6.12 illustrates the details of descriptive statistics on motivational factors
influencing senior managers'performanceat work in the Muscat Municipality. All
the identified motivating factors were perceived to have more than average
importance in motivating senior managersto maintaining quality performancein
their jobs. The analysisof the results show that the 'Well respectedand high status
job" (Mean=4.82, St. Deviation= 0.71) was consideredthe most important and
`variation of the tasks in the job' (Mean=2.90,St. Deviation= 0.64) was viewed as
the least important factor by senior managersin motivating them to keep up the
good work.
The analysis of the results also indicatesthat for senior managersas a whole, `the
recognition of good work' (Mean=4.78, St. Deviation= 0.77), `opportunity for
development' (Mean=4.62, St. Deviation= 0.82); `an understanding superior'
(Mean=4.10,St. Deviation= 0.64) and 'pleasantwork relationship' (Mean=4.10,St.
Deviation= 1.04), which are indeed all job related motives, have considerable
importancein their motivation to work. Theseresults correspondwith the analysis
of the senior managersperceptionsof managerialwork. Becausethe job is viewed
as important to senior managers,the skills and knowledge; and task and people
related aspectsof their work, were perceivedas enabling them to becomemore
effective.
Two essential factors can be considered as the most influential factors in motivating
senior managers at work. The result of this study indicates that the senior managers
in the studied organization are best motivated to work effectively when they have an
understanding superior who possessesthe right style of leadership and holds a high
regard for their good work. Various factors such as a job with a valuable purpose
(Mean=3.98, St. Deviation= 1.55) job security' (Mean=3.48, St. Deviation= 0.92),
`job autonomy' (Mean= 3.89, St. Deviation= 0.79) and `participation in policy
be of
making' (Mean=3.60, St. Deviation= 0.98) are highly influential and seem to
high importance in a senior manager's motivation. The financial rewards in terms of
factors
salary and fringe benefits are ranked as less important than other hygiene
such as fair appraisal system, but tend to be more important than the variation of the

tasksin thejob.
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When this result is compared
with the result obtained concerningmanagement
developmentobstacles,it
was very interestingto seethat the hygiene factors are
ranked as the most severeobstacleto the developmentof senior managersin the
Muscat Municipality. Participation in
policy making is perceived to be the 10th
existing severeobstacle to the developmentof senior managers.This situation
seemingly indicated that although the above factors are viewed as very important
factors by senior managers,they expectedtheir organizationto provide them
with
more opportunities.Furthermore,this resultcan be takenas evidenceto indicatethat
some degreeof dissatisfactionwith respectto the abovepolicies, within the public
sectoras the whole, existsamongstseniormanagers.
6.8 The degreeof demands and constraints
It is difficult if not impossible to deal with the issue of effectiveness at work without
considering the `constraints and demands' with which managers are faced.
Realistically, managers are not free floating agents, allowed to do what they desire.
In almost all organizations, there are inhibiting forces which slow down the
progress and need to be managed, removed or negotiated. In line with an open
system approach towards understanding managers, their works and effectiveness,
the managers are asked to report the obstacles, difficulties, demands and constraints
at work. In this respect, the data analysis led to the provision of a list of factors
which were reported as having an adverse impact on the effectiveness of the
managers, though managers in each organization naturally experienced different
are: inappropriate training, lack of
communication, lack of relevant task skills and competencies, lack of appropriate
resources, shortage of appropriate staff and ineffective leadership of the
organization, lack of relevant people skills, lack of motivation, lack of teamwork
sets of

difficulties.

These difficulties

and finally, unrealistic targets.

Table 6.13 illustrates the descriptive statisticsof the major constraintsand demands
as perceivedby seniormanagersin the studiedorganization.
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Table 6.13: Descriptive data analysisof the major constraints and demands

Lack communication
Shortage of appropriate

staff
Unrealistic targets
Lack of motivation
Ineffective leadership of
the organization
Lack of teamwork
Lack of resources
Inappropriate training
Lack of relevant people
skills
Lack of relevant task
skills and competences
Valid N (listwise)

N

Mean

Std.

Variance

Statistic
48

Statistic
1.69

48

1.60

48
48

1.60
1.56

48

1.50

48
48
48

1.48
1.48
1.46

48

1.46

Statistic
468
.
494
.
494
.
501
.
505
.
505
.
505
.
504
.
504
.

Statistic
219
.
244
.
244
.
251
.
255
.
255
.
255
.
254
.
254
.

48

1

504
.

254
.

Skewness
Statistic
-.835
-.440
-.440
-. 260
000
.
086
.
086
.
173
.
173
.
.

Std. Error
343
.
343
.
343
.
343
.
343
.
343
.
343
.
343
.
343
.

173

48

Source:Data Analysis
As shown in Table 6.13 a cluster of factors tended to be shared among the
demands and constraints were `lack of
communication' (Mean = 1.69, St. Deviation = 0.468). It may seem unrelated but a
lack of communication in some ways has been the cause of the presence of these
respondents. The most important

constraints. Top management often is not aware of the extent of information
available in the organization as a whole. Such inadequacies and shortcomings seem
to lead to high expectations on the part of the senior management and unreasonable
targets (Mean = 1.60, St. Deviation = 0.494). At the individual level, the flow of
information is extremely slow. In most casesthe secrecy and use of information as a
source of power is an indication of classical management philosophy at work which
leads to frustration and the wastage of valuable time. Senior managers also felt that
inappropriate human resources made their work and life difficult. The issue of
`shortage of appropriate staff (Mean = 1.60, St. Deviation = 0.494) in the list
(ranked 2nd) is clearly related to the issue of inappropriate non financial resources.
In the studied organization, according to the top management team, the inadequacy
of the human resources and the inappropriate `staff' seem to contribute to the
apparent ineffectiveness. In other managerial levels, especially the more operational
levels, the absence of trained staff, especially in the field of management, is
noticeable. Therefore, the general lack of resources in addition to inappropriate
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343
.

resources created a `headache' for both middle and senior management. While the
`lack of or inappropriate training'

(Mean = 1.46, St. Deviation = 0.504) was

regarded as relatively less acute, it is easy to see the relevance of this important
factor, or indeed the lack of it, for the increased effectiveness of the managers in the
organization. All these and other difficulties have been contributed to by a `lack of
funding'.

This, however, is not unique to the Muscat Municipality in Oman.
Throughout the developing world, a lack of funds is being blamed for the lack of
effectiveness which is being observed. It is almost expected that managers in almost
all organizations should report a `lack of motivation' (Mean = 1.56, St. Deviation =
0.501) as another major culprit.
While the lack of motivation clearly posed questions related to `maintenance'
factors, in particular `salary and reward', it is also related to the effectiveness of
other organizational and managerial matters. In a sense,a `lack of teamwork' (Mean
= 1.48, St. Deviation = 0.505) mentioned by almost all senior managers, is an
indicator that `more could be done to improve the way things are done'. As one
senior manager aptly put it, "there are other issues besides money which count as
incentives a word of thanks acknowledgement makes all the difference, we all
...
that
agree
some senior managers should learn from H.E. (smiling), this is true,
(emphasizing on the last point),
feel that some senior managers are
... some of us
not aware how important their recognition and concern is. Putting your position
aside (referring to the organizational position of the researcher) some superiors
could take a leaf from your book, God willing" The managerial attitudes and
approaches seem to see functions such as organizing and coordinating as a matter of
distribution and not as the `delegation' of tasks among staff However, it needs to be
said that the presence of motivators such as `responsibility', `leadership' (Mean =
1.50, St. Deviation = 0.505) and the like can not replace the basic hygiene factors
such as adequate remuneration. The above, however, becomes meaningless unless
they are seen within the context of the deteriorating state of the economy, raging

inflation and an uncontrolledpricing policy.
Finally, it is not surprisingto seelack of competencies(Mean= 1.46,St. Deviation
= 0.505) as the leastimportant constraintwith which managersare faced.Earlier it
was explainedthat the present`training system'in the public sector,whetherin Asia
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or Eastern Europe is commonly perceived as problematic. The constraints and
demands,whether those identified and briefly introduced or those
which will be
never mentioned, such clustersof demandson an individual, organizationaland a
wide social level, leave the managerswith very little chanceto determinetheir own
level of effectiveness.

6.9. Presenceof 'choices' and `opportunities' for effectiveness
As discussed in the literature review, Analoui (1999) suggeststhat the choices open
to managers in order to be effective at work are primarily determined by the degree
of demand placed on them and the constraints in their job. In this research the
respondents were asked to list the choices which they believed would improve their
effectiveness. The data analysis revealed that a total of 20 factors related to the
choices available have been identified, from which the nine most important ones are
listed in Table 6.14.

Table 6.14: Descriptive statistics of choices
Training development
Achievable targets
Appropriate motivation
Career succession plan
Teamwork
Necessary resources
Appropriate staff
Effective communication
Being able to set my
own targets
Valid N (listwise)

N
48
48
48
48
48
48
48
48

Minimum
1
1
1
1
1
1
1
1

48

1

Maximum
2
2
2
2
2
2
2
2
2

Mean
1.33
1.35
1.38
1.40
1.42
1.46
1.48
1.50
154

Std. Deviation
476
.
483
.
489
.
494
.
498
.
504
.
505
.
505
.
504

48

Source:Data Analysis

The responsesof the senior managerspoint to solutions and ways of dealing with
the presentsituation in order to becomemore effective. As one explained,"this is
not the ultimate solution by any meansbut what we cando in thesecircumstancesis
limited to training and improving the working condition as muchas possible".
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The vast majority of the respondents considered training to be one of the most
important factors for increased effectiveness (Mean = 1.33, St. Deviation = 0.476).
They generally believed that training would increase their effectiveness. It was
interesting to see that most senior managers showed very little confidence in the
effectiveness of the training which is provided locally, in the Muscat Municipality.
It was widely believed that the course (content and structure) and the trainers were
not able to meet the needs and demands of the senior managers. The consensus was
that courses organized with foreign consultants seem to be more `modern' and
`useful'. As for the rest, "Well, they can be a waste of time, certainly for senior
staff'. Most senior managers welcomed the opportunity to take visits abroad.
However, it was mentioned that "maintaining a healthy balance between workload
Most senior managers are fully occupied with work
related responsibilities. More effort is needed to provide them with further
and visits can be difficult".

opportunities for advance learning and development.
There were some other major factors which were regarded as opportunities for
improving effectiveness. These included achievable targets (Mean = 1.35, St.
Deviation = 0.483), appropriate motivation (Mean = 1.38, St. Deviation = 0.489),
succession planning (Mean = 1.40, St. Deviation = 0.494), team working (Mean =
1.42, St. Deviation = 0.498), necessary resources (Mean = 1.46, St. Deviation =
0.504), appropriate staff
(Mean = 1.48, St. Deviation = 0.505), effective
,
communication (Mean = 1.50, St. Deviation = 0.505), and being able to set their
own targets (Mean =1.64, St. Deviation = 0.504).
It was clear that the presence of `power and role-culture' and lack of motivation
`has forced' some managers to adopt an individual stand in terms of exploring
choices available to improve their own managerial effectiveness. This is not unusual
amongst senior managers. It has been reported that when senior managers are faced
with lack of opportunities they tend to use their creativity to `create one'. Having
said that the impression given was that there is a sense of pride in what is being
done and achieved that as they put it this `supersedes'the needs for opportunities in
the Muscat Municipality.
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6.10 Nature of inter-organizational relationships

The respondentswere askedto answer the question about the inter-organizational
relationships. Table 6.15 illustrates the results of the descriptive data analysis.
Implicit and explicit remarks were frequently made where the overall subject of
managerial effectiveness was being discussed. All respondents saw their
effectivenessas being affected,if not determined,by the overall effectivenessof the
organization(Mean = 1.56, St. Deviation = 0.741). They also believed that their
effectivenessis influenced by the degreeof intra-connectionwith other departments
within the Muscat Municipality (Mean = 1.29, St. Deviation = 0.544).

It was

evident that the respondentswere aware that there is a two-way relationship
betweentheir effectivenessand the organizationthat was determinedpartly by their
organization's relationship with other organizations both locally and nationally
(Mean= 1.55,St. Deviation = 0.688).

Table 6.15: Descriptive statistics of inter-organizational relationships
Mean

Std. Deviation

Minimum

Maximum

48

1

3

1.56

741
.

48

1

3

1.29

544
.

48

1

3

1.48

684
.

48

1

3

1.65

668
.

N
Do you believe that your

is
effectiveness

influenced by the overall
effectiveness of your
organization?
Is your effectiveness
influenced by the degree
of intra-connectionwith
other departmentsin
your organization?
Is your effectiveness
influenced by the
company'sdegree of
connection with other

organizations
nationally

and internationally?
Do you believe that your
effectiveness is
influenced by your
relationship with others

outsideyour
organization?
Valid N (Iistwise)

48

Source:DataAnalysis
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It was generally believed that for
a variety of reasons,the Muscat Municipality
tends to influence the potential for effectivenessof the other organizationsin the
public sector in Oman. To sum up, the respondentsbelieved that in the Muscat
Municipality, senior managers'
effectivenessis influenced by the organization's
degreeof connection with other organizationsnationally and internationally(Mean
= 1.48, St. Deviation = 0.684). But this relationship was not very statistically
significant.
6.11. Dominant managerial philosophy
One focus in this researchwas to
consider a range of options in an introductory
program in philosophy that could be useful for peopleengagedin the practice of
management.Trust among participantsin businesstransactionsis important, but so
are other qualities such as justice and honesty, and being recognized for one's
integrity. It has been establishedthat the dominant managerialphilosophy in an
organizationdoes influence the operationswhich are carried out in it and the roles
performed,and generally it influencesthe flow of information,and the informal and
structuredrelationshipsamongthe people in the organization.The leadershipof the
organization provides the standardfor the patternsof behaviorand therefore has
proven to be a decisive factor in determining the effectivenessof the managersin
the organization.The data, whether in qualitative or quantitative form, have been
tainted by the presenceof this influence of the managerialphilosophy and style of
the top managementof the organizationand its relateddepartments.
In all departments there seems to be a tendency on the part of management for
centralization, top-down management, overemphasis on control and managerial
decision making (see Figure 6.7). In most cases it was observed that top
management did not delegate enough and therefore in their absencemajor decisions
could not be made, there were some exceptions to this general rule among the top

managementteam.
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Figure 6.7: Respondents'of managerial philosophy in the organization studied
Centralization
50
4O»

10
Participation

Deligation

-

Top-Down decision
makiLig
Source:Data Analysis

The degree to which the top management and senior managers adhered to traditional
management, or to correct administration principles varied from one department to
another. However, apart from a few top senior managers who did feel that there is a
need for change of attitude and policy, the others seemed to remain insistent that
being at the top justifies the lack of need for management training and the adoption
of the participatory approaches to their management of task and people at work
given the need for `crisis management and firefighting'. As mentioned by most
participants "You are aware of it yourself, when a cyclone hits the shore priorities
change, Thank God (said in Arabic) we managed it".

6.12 Effects of contextual factors
As stated earlier, effective performance is not only the function of one parameter for
example, motivation or managerial skills but also a function of the individual's
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abilities and organizational as well as environmentalfactors. This point has been
explored in the review of the relatedliterature. It may be importantto reiteratehere,
as Analoui (1999) aptly argues,the overall assessmentsof the influence of the
identified parameters have to be considered in individual, organizational, and
environmentalcontexts(seeTable 6.16).

Table 6.16: Influence of contextual factors on managerial effectiveness
Description of skills

Mean

St.Deviation

Organizationalcircumstances

4.35

0.601

3.50

0.596

2.29

0.761

Organizational structure
Organizational culture

Managementstyle
IT
Systemeffectiveness
Departmentalinterdependence
Availability

of resources

High degree of involvement

Participation management
Personalcircumstances
Managerial skills
Competencies
Education
Age
Gender
Family
Personalintention to growth
Environmental(PESTEL) factors
Political factors
Economic factors

Scio-culturalfactors
Technological factors
Ecological factors
Legal factors
Source: Data Analysis
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In this regard the respondentswere asked to rate the influence of individual,
organizational and environmental factors on their overall effectiveness.As can be
seenin Table 6.16, the respondentsbelievedthat organizationalcircumstance(Mean
= 4.35, St. Deviation = 0.601) were the most influential factors affecting their
effectiveness.Whilst the personal circumstances(Mean = 3.50, St. Deviation =
0.596) and consequently the macro-environmentalfactors (Mean = 2.29, St.
Deviation= 0.761) have influencedtheir effectivenessat work.
6.12.1. Personal attributes

To explore what personal attributes and qualities are considered as influential in
terms of senior manager's effectiveness, the respondents were asked, to name three
of the contributing factors in order of importance to them. As shown in Table 6.17
apart from those factors already identified, senior managers' effectiveness is also
influenced by a number of personal attributes and qualities. These include their
personal qualities, attitudes, beliefs and values.

Table 6.17: Personal attributes influencing senior managers' effectiveness
Personal attributes

Score

Decisionmaking skill

48

Motivation

47

Education

45

Hard work

42

Positive attitude towards people

40

Confidencein own capabilities

38

Goodrelationship

35

Team work and participation

34

Analytical skills

30

Source:DataAnalysis

This result is complementary to the previous findings of the researchwhich
suggestedthat senior manager's feeling of responsibility toward their work and
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organization

was an inflectional

motivating

factor for their

effectiveness.

Interestingly, it is found that the managerial job is seen as a challenge for senior
managers, thus many work related factors are considered very important for their
effectiveness. Overall, taking together all these influences, it is clear that personal
drive, determination and commitment, as well as, practical experience and hard
work are seen as major factors for senior managers' effectiveness. However,
interpersonal skills such as communication and the ability to understand and work
with people in order to build a workable relationship based on mutual trust and
respect still remain major factors for the effectiveness of senior managers.

6.12.2. Organizational factors
In close relation to the above question, the respondents were asked to name in order
of priority

to them three organizational factors that enhance their effective

performance at work. Many organizational variables are reported which can
influence a senior managers' degree of motivation and job satisfaction which
ultimately may result in good performance. As shown in Table 6.18 a combination
of organizational factors seemsto account for senior managers' effectiveness.

Table 6.18: Organizational factors influencing senior managers' effectiveness
Organizationalfactors

Score

Informal relationships

48

Flexibility in decision making processes

48

Flat organizationalstructure

47

I Iigh degreeof involvementin strategicdecisions
rvmo

45

Teamwork and participativeenvironment

34

Friendly working environment

30

Efficient administrativeissues

27

Effective implementedIT systems

25

36

Source: Data Analysis
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Again the aboveresultscomplementthe previous findings of the research,whereit
was found that seniormanagers'perceptionsabout their superiorand the quality of
their work relationship were the most influential factors in their motivation. What
thesefindings may seemto prove is that the quality of leadershipand the level of
competenceof the top managementteam greatly influencesthe performancelevel
of their immediatesubordinatemanagers.
6.12.3.Environmental factors
In addition to personal and organizational variables, senior managers' effective
performanceis also influenced by existing factors in the environment.To explore
these factors, senior managerswere asked to indicate the environmentalfactors
which have affected their performance in their job. As shown in Table 6.19
combinations of PESTEL (political, economic, socio-cultural, technological,
environmental, and legal) factors are identified and prioritized by the senior
managers.
Table 6.19: Environment Factors Affecting Performance
Various environmentalfactors

Priority

Political factors
Good relationshipwith the other organizations
Good reputationof the MuscatMunicipality

1st

Taxation policy
Socialwelfare policies
Policy stability

Economicfactors

2nd

GNP trends
Interestrates
Inflation
Unemployment
Labor market
3rd
Legal factors
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Employment law
Health and safety issues
Rules and regulations
Other legal factors
4th
Socio-cultural factors
Populationdemographics
Income distribution

Lifestyle changes
Level of education
Culture
5th
Greenenvironmentalissues
Environmentalprotectionlaws
Energy consumption
Waste disposal
6th
Technological factors
Governmentspendingon research
New technology developments
Speed of technology transfer

Implications of IT

Source:DataAnalysis
Analyses of the results indicate that political and economic factors can either
positively or negatively affect the performancelevel of senior managers.Those
constraintswhich are usually createdby excessivelaws and regulationsdo in fact
limit managerial choices. Interestingly, analysis of the data suggeststhat labor
market issues, good reputation and the economic status of the organization at
regional and national level areviewed as considerablefactors for good performance
of seniormanagers.
Other factors,suchas legal factors(ranked 3rd), socio-culturalfactors(ranked4th),
factors (ranked
green environmentalissues(ranked 5th) and finally technological
6th) affectedseniormanagers'effectiveness.
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6.13. Leadership style
From the leadershipliteraturethere is an emergingconsensusthat there is no single
prescription for effective performance.The relationship between the approachof
leaders(or their leadershipstyle) andthe context in which they operateis seento be
important. This is by no meansa new thoughtand is rooted in contingencytheory or
situational theory (K.arami and Analoui, 2003). However, more recently the
contextualizationimplied by the transformationalschoolhas movedfrom a largely
internal leader-follower focus to a broaderand often external one. In particular,
there is an increasing focus on the efficacy of different leadership behaviors in
differing contexts of change. In this researchthe respondentswere asked to describe
their own managerial leadership style. Six groups of factors have been categorized
into a set of six propositions as follows:

"I

demand compliance from employees and drive to achieve with self-control

"I

believe in mobilizing people. I have self-confidence and am a change

catalyst
"I

believe in creatingharmony.I haveempathyand communicatewell

"I

believein forging consensus,collaborationandteambuilding

"I

sethigh standards,initiate drive to achieveobjectives

"1

believe in developingpeople.I am self-awareandhaveempathy

Then the respondents were asked to express their perceptions of their leadership
styles by rating the importance of each of those propositions using Likert scale from
1=strongly disagree to 5=strongly agree. The result of data analysis is shown in
Table 6.20.
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Table 6.20: Components of effective leadership

ieve in creating
hamwny. I have empathy
and communicate well
I believe in developing
people. I am self-aware
and have empathy
I believe in forging
consensus, collaboration
and team building
I set high standards,
initiate drive to achieve
objectives
I believe in mobilising
people. I have
self-confidenceand am a
change catalyst
I demand compliance
from employees and drive
to achieve with
self-control
Valid N (listwise)

N
Statistic

Minimum
Statistic

Maximum
Statistic

Mean
Statistic

Std.
Statistic

Skewness
Statistic Std. Error

48

2

5

4.13

789
.

-.500

343
.

48

2

5

4.12

815
.

-.484

343
.

48

1

5

4.06

1.040

-1.196

343
.

48

2

5

4.02

934
.

-.697

343
.

48

1

6

3.71

1.031

-.348

343
.

48

1

5

3.38

640
.

-.524

343
.

48

Source:Data Analysis

The main objective of this section was to identify the leadership style of the
respondents. As the literature review revealed, whilst a diverse range of behaviors is
described within the literature, some researchers (Dulewicz and Higgs, 2005)
grouped leadership behavior into three broad categories.

Goal-oriented:A set of behaviorsin which the leadersetsdirection and behavesin a
way in which he/she plays a significant role in directing others to achieve the key
goals required to attain the performance required. This is not to suggest an
authoritarian approach but rather behaviors which are strongly leader-centric.

Involving: A somewhat less leader-centric set of behaviors. In this category the
leaders' focus remains on providing a strong sense of direction. However, there is a
more significant focus on involving others in both setting direction and, to a larger

extent,in determininghow goalswill be achieved.

Engaging: Leader behaviorsin this categoryare focused on facilitating others in
achieving both the natureof the direction and the meansof achievingthe necessary
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goals. The leader is more concernedwith developing the capability of others to
achievethan with the closedirection of the enterprise.
However, turning to context and in particular the context of change, Bass (2006)
identified two leadership styles namely `Transformational' and `Transactional'
leadership. In this research the leadership style of the respondents were categorized
to transformational and transactional style. Figure 6.8 shows the result of data
analysis on leadership style.

Figure 6.8: Leadership styles of the respondents (Senior Management)
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Source: Data Analysis

The respondents were also asked to express their opinions about how effective
senior managers responded to the situations. The majority of the respondents
believed that an effective leaders' responsiveness to situations and crises is high.
The way in which they approach their work statistically is low and their planning
and proactively measured response to situations is moderate. Transformational
leaders develop their subordinates to create their own successors. The way they
relate to people and empower them to give their best to programs and projects is
very high. Transformational leaders do not strictly use rules and procedures to
ensure people fulfill their contractual obligations. In contrast transactional leaders
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do not enabletheir people to managetheir own
work. They do not seetheir people
as a part of an effective team, but as part of a group.
6.14 Chapter summary and conclusion
In this chapterthe primary data regarding managerialand leadershipeffectiveness
in Oman's public sector is analyzed.Managerialeffectivenessis a complex multifacetorganizationalphenomenon.Therequiredabilities and competenciesalonecan
not sufficiently explain the nature of managerialeffectiveness.As shownhere,there
is also a need for consideration of other parameters such as individual and
organizational criteria, the motivation and the constraints and demands which
determine the choices of behaviors and degree of effectivenessin a particular
context. It is evident that there is a need and necessityas well as scope and
potential, for carrying out studiesof this naturewithin the public sectorin Oman.In
developing countries where the public sectoris held almost solely responsiblefor
the realization of developmentandprogress,it is vital that the managementof these
organizations,especiallythe effectivenessof its senior members,is made the focus
of any seriousanalysisor intervention.
The most pertinent conclusion reached relates to the presence of eight managerial
effectiveness parameters and identification of the behavioral and causal influences
as their constituent components. These factors point to the significance of the role of
the senior managers as individuals, the organizational context and dominant
managerial philosophy in operation as well as the external socio-economic, cultural
and political influences. The eight parameters of effectiveness within public sector
organizations also point to a mirror image of the characteristics of each dimension.
That is to suggest, what forms the motivation for greater effectiveness is also
indicative of what the constraints and demands are which control, inhibit or reduce

the manager'seffectivenessdrastically. The perceptionof the individual managers
of their own and their colleagues' effectivenessis also related to the skills and
abilities attributed to the effective manager. And, most important of all, the
organization's expectationof its managersis reflected in the nature of the criteria
for effectivenesswhich is held by the organization.
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Inadequate`hygiene' factors at work, namely the low salariesand inappropriate
working environment, are difficult to addresssimply becausetheir solution rests
outside the organization and within the sphereof the authority and power of the
policy makers and public sector governing body. Changesof attitudes and values
are hard to achieve since it requires much planned intervention, long-term
investmentand commitmenton the part of the policy makers,and executivesand
senior managersinvolved.
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Chapter Seven: Discussion
7.1 Introduction

Since the eighties there has been a concerted effort to reform the public sector
(Wright, 2007). This has resulted in the deregulation of major markets
related to
public utilities, such as energy and telecommunications; private financing has been
encouraged for public investment projects and substantial market elements have
been introduced to the institutional context that regulates public organizations'
operations (Burgess, 2003). During the past twenty five years or so organizational
research has moved from an investigation of organizational static to an investigation
of organizational dynamics, much of it focused on strategic leadership. Therefore,
following

the recommendations of the previous researches (Badaracco, 2001;

Analoui, 1999,2007; Bryman, 1996), for further investigations of senior managers'
perception and ways to increase their effectiveness within the public sector, this
research is a first time attempt to shed light on the senior managers' perception of
their own effectiveness in the Oman public sector.
Considering the objectives of the study, this chapter provides the discussion of the
findings of the research, related to its main propositions, in separatebut interlinked
sections. This chapter also describes the findings of the research in the context of
the Eight Identified Parameters of Managerial Effectiveness (Analoui, 1999,2007),
in particular the leadership effectiveness of the senior managers of the Muscat
Municipality in Oman. To achieve this objective, the main research questions have
been formulated earlier and are examined here in detail against the available

quantitativeand qualitative datamainly generatedthroughthe survey questionnaire.
The results point to the presence of factors which constitute `parameters of
managerial effectiveness at work' (Collin, 2001). It has been found, for example,
that a better understanding of the subject requires attention being paid to the senior
managers' `choices' and `meaningful actions', within an open system context
(Analoui, 1999). In this respect, attempts were made to generate data and
information from senior managers' cadre from all departments in the Muscat
Municipality. The findings of this research supports the findings of the other major
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researchesin the field of managerial effectiveness(Gummesson,1990; Dixit and
Nalebuff, 1993) in particular the pioneering works of Drucker (1974) and Analoui
(1999).The analysisof the data resultedin the identificationof groupsof causaland
behavioralinfluences,independentas a categorybut interdependenton one another.
Each revealedone aspect associatedwith managerialeffectivenesswhich Analoui
(1999) referredto as `parameters'of managerialeffectiveness.
Identification of these parametersand the influences arising from the context in
which they have occurredconstitutethe major aim of this research.They pointed to
individual but also internal and other external contextual factors which, by and
large, determined the senior managers' effectiveness.This augment of factors
and/orinfluenceshave beendiscussedbelow in somedetail.
7.2 The senior managers' characteristics and organizational performance
The researchers in the field of managerial effectiveness seem to vary in the extent to
which they adopt an adaptive or inertial view of strategic change, as the two
perspectives can be viewed as opposing poles on the same continuum (Bennett et al,
1998). Those who argue for the predominance of strategic adaptation emphasize the
role that managers play in monitoring organizational and environmental changes
and modifying organizational strategy to better match environmental contingencies
(Barry,

1998).

Past researches have

typically

not

empirically

examined

organizational effectiveness as a function of the combined effects of organizational
performance and managerial characteristics. More importantly, it has been argued
(Analoui,

2000) that managerial

characteristics interact with

organizational

performance to create a context through which strategic changes become
particularly likely. This section discusses the findings of the analyzed data in
chapter 6 on managerial characteristics of the senior managers in the public sector
in Oman.

7.2.1.Senior managersand decision making
Transformationalleadership,initiated by Bass (1985) has becomea very popular
conceptin recent years.Both researchersand practitionershave gravitatedtowards
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the theory and have employedit in a variety of organizationalsettings.Similarly,
the concept of servant leadership, has received substantial attention in the
contemporary leadership field. A cursory glimpse of transformationalleadership
and servant leadershipleavesthe perception that the conceptsare rather similar.
Indeed,someindividuals question whetherthere is any real differencebetweenthe
concepts. Perhaps one similarity between these concepts is senior managers'
involvementin decisionmaking.
As it was discussedin the review of the literature, in previous studies it was
suggestedthat, when undertakingstrategicdecisions,the organizationsshouldform
planning groups to overseethe process.Normally the notion of forming strategic
Planning groups is adoptedby large private companies(Collis and Montgomery,
1997; Curran, 1996; Goodwin and Hodgett, 1991). Thus, in order to solicit the
senior managers' opinions, respondentswere asked: who or what groups are
involved in the processof making strategicdecisionswithin the public sectoras the
whole and the Muscat Municipality in particular?It was ascertainedthat there was
little evidence that public sector organizationsin general and of course Muscat
Municipality at presentuse strategic planning groups for mapping out the terrains
ahead(see Figure 6.4.). In addition, there was little supportgiven to the suggestion
that consultantsare being frequently used. The use of consultantsfor preparing
strategic plans in the organization appearsto be very limited. In contrast, it is
interesting to observe that the involvement of the senior managementgroup in
accepting responsibility for the process is very strong. The majority of the
respondentsreported that, senior or top managementare involved in making
strategic decisionsin the studied organization.Therewas, however, little evidence
of middle managementbeingthe initiators of the strategicdecisionmaking process.
It is concluded that, in the Muscat Municipality senior managementare mainly
involved in preparingstrategicand long term plans. This finding recallsthe work of
Goodwin and Hodgett (1991)who concludefrom an empiricalresearchin Australia
that, seniormanagersare thosewho drive the processof strategicmanagementand
if changesto currentpracticesare to be encouraged,it is this group that should be
targetedratherthan middle management.
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7.2.2. Managerial characteristics
and effectiveness
Some researcherssuggestthat a high level of managementquality and managerial
characteristics,measuredin terms of capabilities, skills, expertise,and age and
education is more common among successful than unsuccessfulorganizations
(Leonidou, et al, 1998). In this section the role of senior managersin the
management processes within the public sector in Oman will be explored.
Consequently,the findings of this studyin termsof managerialcharacteristicsand
their relationship to the organizational performanceare discussed.Some of the
managerial characteristicsexaminedare: age, educationallevel and background,
and the strategicawarenessof the managersin the MuscatMunicipality.
71.3. Respondents' age and organizational effectiveness
Age is expected to be inversely related to risk taking and to the value placed on risk.
It is suggested that younger senior managers may pursue risky strategies (Hambrick
and Mason 1984). Studies by Norburn and Birley (1988) indicate that younger
managers show superior performance. Younger managers are also expected to be
better educated and have more current technical knowledge (Bantel and Jackson,
1989). As flexibility decreases,rigidity and resistance to change increase, and risktaking propensity is expected to decrease with age (Wiersema and Bantel, 1992).
The age of managers has been proposed as a predictor of differences between
organizations in terms of their performance. As discussed in chapter 6, there was no
significant correlation between the age of respondents and pursuing a strategic
orientation in the Muscat Municipality. In other words, the number of departments
having a strategic orientation Muscat Municipality was not statistically different
among the departments being run by younger managers and those departments run
by older managers. A managers' age has also been perceived as being closely
associated with the manager's level of risk tolerance (Roux, 1987). In other words,
younger managers are likely to accept more risk than their older colleagues. So the
risk acceptance behavior of the managers could impact on developing more

aggressivestrategiesin the studiedorganization.
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The contention here is to ask: whether or not there is any significant relationship
between the age of senior managers and pursuing risky and innovative strategies in
the public sector? One study investigating the impact of this variable produced no
significant results, while other studies confirmed the positive relationship between
age and risk tolerance (Gomez-Mejia, 1988). Thus, younger managers were also
assumed to tend towards pursuing more risky strategies than older managers. In
addition, it has been found that, the departments being run by young senior
managers would be more likely to pursue riskier and more innovative strategies than
would departments with older managers. In this context, managers in the public
sector are expected to be more innovative, creative and willing to break away from
the existing norms and patterns of behavior within the organization.
It has been posited that the organizational performance is related to the age of the
senior managers. It has been assumed that, the departments being run by younger
managers are more successful than the departments that are run by older managers.
The correlation analysis of the data shows that there was no significant correlation
between the age of the managers and performance of the studied departments.
Organizational performance is not associated to the age of senior manager. Using
analysis of variance technique, the above hypothesis has been rejected. It is notable
that, accordingly, the above hypothesis was not strongly validated by the previous
empirical researches (Kakabadse, 1999). The findings of this research support the
findings of the recent research into managerial age and performance (Chan and
Foster, 2001; Kakabadse, 1999).
Generally speaking it is concluded that, younger senior managers do not have a
more complete view of the strategic orientation in managing the organization than
by young senior
older senior managers. But the departments that are being run
departments
managers would be more inclined to pursue more risky strategies than

with older managerswould.
Finally, the organizationalperformanceis not significantlyrelatedto the ageof the
seniormanagers.

227

7.2.4.Professional experience
The professional experiences of the managers, in terms of previous occupations,
technical expertise, or product knowledge (Darroch, 2003), have been associated
with organizational performance. This is particularly important when professional
experiences were attained in a strategy setting, through involvement in large scale
projects in the Muscat Municipality. This was based on the assumption that senior
managers with

managerial work experiences place more weight on formal

management methods than those senior managers who lack managerial work
experiences. The data analysis shows that there is a strong and significant
correlation between the professional expertise of the senior managers and emphasis
on formal management style in the studied organization. In other words, senior
managers with professional expertise and managerial work experiences put more
emphasis on formal management styles than the senior managers without such work

expenences.
Regarding the work experience of the senior managersand the organization
performance,it has been assumedthat there is a significant associationbetween
variables.Running correlation analysis,it hasbeenfound that the managerialwork
experiencesof the managerswithin the studied organizationsignificantly impacts
on organizationalperformance. This result is very similar to the resultsof previous
studies. By and large, it can be concludedthat senior managerswith managerial
work experiencesplace more weight on formal managementstyle than thosesenior
managerswho lack managerialwork experiences.The departmentsthat are run by
managerswith long term work experiencesseemto be more successfulthan those
run by managerswho haveshorter,or thosewho lack, work experiences.
7.2.5. Educational background

Both the level of formal educationand the type of education(managementor nonmanagement)provide somemeasure-or an indication- of an individual's knowledge
and skill-base (Hambrick and Mason, 1984). In the Muscat Municipality, senior
managers with higher levels of education and with managementdegreesare
expectedto generatea wider range of creative solutions when faced with complex
228

problems. Educationalachievementhas been linked to organizationalperformance
(Norburn andBirley, 1988).
The levels of formal education attained by managers and their educational
background have been suggestedas factors affecting managerial effectiveness.
Somescholarshave hypothesizedthat the better educateddecision makersare the
more likely they are to be open-minded(Garnier, 1982).Othershave claimed that
higher-level educationis vital for successin overseasoperations,since it enhances
management knowledge and capabilities (Schlegehnilch et al, 1987). This
managerialfactor hasreceived particularempirical attentionin the extantliterature.
In this research,it has been found that, departmentswhoseseniormanagershave a
managementeducationalbackgroundare more inclined to develop strategic plans
than those managerswho do not have such an educationalbackground.It has also
been found that a significant correlation exists between managers' educational
backgroundand the emphasisplaced on organizationaleffectivenessin the studied
departments. Where the departments are run by senior managers without a
managementeducational background, longer strategic plans are unlikely to be
initiated within thosedepartments.It alsohasbeenfound that, seniormanagerswith
a managementeducationalbackgroundplace more weight on opportunitiesand less
weight on threatsthan thosemanagersin the public sectorwho havenot had suchan
educationalbackground.
Turning to the level of education, it has been hypothesized that, there is a significant
relationship between the educational level of the managers and organizational
performance in the public sector. In this regard the analysis of the data shows that,
there was no significant

difference

between the departments, in terms of

performance, regardless of whether they were run by a manager who had more and
less education,

One explanationwould be the relation betweenthe age and educationlevel of the
likely to
respondents.As discussedin the data analysischapter,older managersare
havea less formal education,while the youngermanagersarelikely to benefit from
a more formal education.In other words,managerswith lessindustry experienceare
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Younger and, very likely, to be better educated. They are therefore
more
knowledgeable and
prepared to break away from their immediate circle to find
appropriate information and/or solutions. In contrast, the managerswith less
educationlevel seemedto be older.
The discussionin this
sectioncould be summarizedas; organizationalperformance
in the public sectoris
not significantly related to the educationallevel of managers.
However, the trend seemsto be onethat

placesmore emphasison recruitmentof the

highly educatedseniormanagers.
7.3. Managerial Perception
The first parameter in Analoui's (1999)
managerial effectiveness model is
concernedwith the managers'own perceptionof their effectiveness.In this research
the senior managersand officials are askedto consider,"How would you describe
an effective manager?
" This query is aimedat exploring the perceptionof the senior
managersof their own effectivenessand at discovering what characteristicsand
qualities they think an effective managershould possess.The responsesprovided
ranged from `ability to supervise', `being a good leader', to being concernedwith
`deadlines', `honest', `experienced'and `able to deliver goods on time'. The
description provided also varied according the type of departmentthe managers
belong to. Such perceptionsalso representthe characteristicsof a managerwhom
they often refer to as `ideal'. in this respect the question is; do managerssay
something about themselves or do they describe an ideal manager? The data
collected and analyzed,indicatethat on the whole, managershavein mind an image
of an effective managerwhom they wish to be or more importantly who they wish
their superiorsto be.
It is particularly interesting to discover that in situations where the managerial
control is complete and which leaveslittle room for expressionof discontent,the
managersuse suchoccasionsto describehow they feel abouttheir organizationsand
their immediatesuperiors.The more senior the managers,the easierthey find it to
provide a descriptionof who and what they think an effective managershould be.
However, in this study,none of the respondenteverdirectly criticized their superior,
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but suffixed their

answerswith commentssuch as "we could do with a few of these

peoplein this organization".
Analysis of the data, in the Muscat Municipality
as the whole, indicated that ten
groups of attributes, in their order of priority, were stressedas the most important
qualities as shown in Table 6.4 in chapter six. On the whole, the qualities which
were describedportrayed a managerwho is able to both carry out the task and deal
with people at work. However, most emphasisseemsto have beenplaced on the
need to understandsubordinatesand motivate and leadpeopleat work. It was also
noted that managersfelt that they ought to be ableto perform tasks with little or no
supervisionall. When they were specifically askedwhetherthis is their expectation
from their subordinates;
or whether they felt that they were constantly being
supervised,most expressedthe former ratherthan the latter.
Despite the impression given that effective managersrequire qualities which are
more people related, the terminology used to describe these qualities, such as
Planning, organizing, and the like, are indicative of the functional image of the
managersas describedby early managementtheorists (Analoui, 1999).Managerial
perception in this phase (first parameter), came to the conclusion that, the
impressiongiven is that it is not enoughto be able to get the job done, simply
becausemanagerial positions also require the ability to work with people'. The
issuethat most managerswere critical of the way they were being managedor the
Way `cgs are done' in their organization is indicative of their frustration and
dismay with the presentsystem within the public sectorin Oman. As one senior
managerexplained,a more reformedpublic sectorprovides more opportunitiesfor
self-managementand will place less emphasison supervision.It was clear that
senior managersin Oman are aware of the need for public sectorreform and its
implication for them, their effectivenessand their organizationas the whole.
7.4 Managerial Skills
In order to explore that secondparameterof the adaptedmodel, seniormanagersin
the Muscat Municipality were asked to choose betweenten managerial skills, in
order of priority to them, that in their view are essentialfor ensuringtheir increased
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The responses collected were weighted according to their
correspondingorder of priority. A total of 25 levels of skills and expertisewere
identified. These skills depending the
on
priority assignedto them by the senior
effectiveness.

participantswere then categorizedand summarizedinto ten major skill categories.
Further analysis shows that from among the numerous skills, knowledge and
abilities which have been reported to be essential for increased managerial
effectiveness,the most important ones are associatedwith the people-relatedand
analyticalcategoriesand not the task-relatedonesas shownin Figure 6.6 and Table
6.6 in chapter six. Skills such as `managingchange', `effective communication',
`delegation', `being a good planner', `organizing ability', and `good human
relations and leadership'are indicating that, as expected,seniormanagersare more
in need of `interpersonal' and `analytical skills' rather than `informational' and
`decisional' onesas hasbeendescribedin the availableliterature.
There also seemsto be a similarity between the characteristicsattributed to an
effective manager and the skills which are required to remain effective. This
consistencyin the responsesgiven has importantimplicationsfor the way managers
perceive themselvesand others, in particular their superiors.People-relatedand
analytical skills seemto be the most important skills requiredby managersfor their
effectivenessat work. While most skills tend to equipthe managersto becomemore
successfulin their interactionwith others,the self-relatedskills seemto be needed
in order to compensatefor the lack of attentionand supervisionexpectedby them.
Again the responseswerepartly expressingthe managers'expectationof others,in
particular the leadershipof the organization,and partly providing what they thought
were the main ingredientsfor being effective. Interviews held indicatedthat in most
casesrespondentsfelt that possessionof theseskills would `hopefully' leadto more
effectivenessat work but in reality they felt that the situation may never change.
The responsesprovided largely concur with the findings of previous studiesof the
senior managersin developedand developing countries.Seniormanagersbecome
more and more aware of the need and necessityfor possessionof skills which
enablethem to work with people; simply becausethe awarenessis gainedthat one
cannot be effective unless he or she can work with or through people, namely
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colleagues,peers and subordinates.It is probably not surprisingto report that senior
managers require as much if not more `managementdevelopment' than
`management'.

7.4.1 Categories of Managerial Skills
Within the framework of the research
one major objective of this investigationwas
to find out what categoriesof skills and knowledge were seen as necessaryto
perform the managerialroles and functions as well as the degreeof influencewhich
the respondentsattachedto theseskills and knowledgeas determinantsand reasons
of their effectiveness.Furthermore, it was hypothesizedthat the identified and
perceived importance of the required categoriesof managerialskills, as the most
essential attributes for the effectivenessof senior managers,differs and varies
significantly according to the senior managers'position in the hierarchy of the
organization.More specifically, it was assumedthat seniormanagersview peoplerelated and self-developmentcategories of skills as more important for their
increased effectiveness, and that the importance of these categories of skills
increasesas seniormanagers'move higher up the hierarchy.
As shown in Table 6.7 the result appears to demonstrate that the average importance
of the three categories of managerial skills varies with respect to the senior
managers' position in the hierarchy. Overall, the findings of the study support the
notion put forward in the research that senior managers tend to place considerably
more importance on the people-related, analytical and self-related categories of
managerial skills for their effectiveness. This major finding is complemented by the
results obtained from another part of the survey where senior managers were asked
to name and accordingly rate the importance attached to factors which they thought
have contributed to their satisfactory performance. Here again, senior managers, as
a whole, perceived functional skills as being less important than human-related ones
as determinant factors for achieving results at work. The finding supports the related
research propositions that the categories of people-related skills is generally viewed,
by senior managers, as the most important set of skills for increasing their
effectiveness, more remarkably, regardless of their positions of seniority. This
finding is complemented by further analysis of the results and also the importance
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of the category of people-relatedskills emerged clearly as the most influential
pattern of managerialskills requiredfor the effectivenessof seniormanagers.
7.4.2 PerceivedHierarchy of Managerial Skills
How doesthe senior managers'position in the hierarchyaffect the averagedegree
of importancethat is attachedto the three identified categoriesof skills namelytask,
peopleand, self and analytical categoriesof skills? Resultsindicate that the average
importanceattributedto the threecategoriesof skills varies dependingon the senior
managers'position in the hierarchyof the organization.The perceivedhierarchyof
managerialskills is discussedbelow.
7.4.2.1Task-relatedskills
Analysis of the data revealedthat although the task-relatedskills were generally
rankedlower in comparisonwith the other two categories,their importancein terms
of getting things done was still rated well abovethe mid-point by seniormanagers
within the studieddepartmentsin the Muscat Municipality. The analysisof the data
also suggeststhe presenceof a hierarchywithin the task-relatedcategory.Since the
planning function was commonly seenas a more demandingaspect of a senior
managers' job, it is interesting to discover that those relevant skills such as
determining objectives, forecasting, evaluation and selection from amongst
alternativesbecomesthe first skill priority in the task-relatedcategory.
Furthermore, impressions received from the senior managers during interviews
clearly led to the understanding that the reason for attaching more importance to the
task-related aspects by the senior managers was because they felt that in their
positions as top management they were culturally obliged to express their views
concerning issues, such as their advancement and career development, in modest
terms.

Indeed,the analysisof qualitative data further supportsthe researchhypothesisthat
task-relatedskills are generally perceivedto be of the least importance to senior
managersfrom amongstthe three main categoriesof managerialskills requiredfor
their effectivenessat work. Thesefindings arein agreementwith other researchers'
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(Bryman, 1996; Katz, 1974)
argumentsthat as managersmoveto higher positionsin
the organization, technical skills become relatively less important to them and
managerialeffectivenesswill dependlargely on humanand conceptualskills. These
results also complementthe findings of Analoui's (1995,1997 and 1999)research
which reported that the participant senior managersin the Indian Railways, 22
organizationsin Zimbabweandthose in Ghanaplacedless importanceon their need
for task-related skills
as they moved higher up in the hierarchy. In addition the
survey results support the theory that demandfor technical skills decreasesas the
managers'rise through the hierarchy of the organization.
7.4.2.2People-related
categoryof skills
Additionally

the survey results support the theory that demand for technical skills

decreases as managers

rise through the hierarchy of the organization, the results of
this research indicate that the need for people skills remains generally higher than
task-related skills for senior managers at different levels of the hierarchy. It has
already been learnt, from other studies, that most of a senior manager's time is spent
in contact with other people (Analoui
and Karami, 2003; Bryman, 1996), and that
managing people is being increasingly considered as constituting a more significant
aspect of any senior manager's job (Margerison, et at. 1987). These findings are
also in line with the results of other studies which are reported from developing
countries (Analoui, 1990,1995,1997 and 1999) involving and implying that the
senior manager's effectiveness is, to a lesser or greater extent, a function of
competence shown in working with people and that people-related skills, such as
communication, interpersonal skills, leadership and conflict resolution are perhaps
the most vital attributes for their success.
The analysis of qualitative data generally supports the view that the higher the
position senior managers occupy the more they need to be able to deal with the
Political processes which are inherited in their job and consequently the greater need
for improving their interactive, interpersonal and decisional skills (Kakabadse, et al,
1987).

The findings and resultsalso indicatethat in comparisonwith the other categoriesof
skills, the meanvalue of the people-relatedcategoryholds the highestvalue across
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the Muscat Municipality. This result is also complementedby the other findings of
the research,where senior managerswere asked to rate the importance of their
training needs in the area of people-related
skills such as communication,coordination and employeesevaluation. Again, training for people-relatedskills was
regarded by respondents as more significant and essential for the increased
effectivenessof seniormanagersin the studiedorganization.
7.4.2.3.Analytical and careerdevelopment
skills
The results of this study indicate that the senior managers in the studied
organizationattacheddifferent degreesof importance,dependingon their level and
position of seniority, to the category of analytical and career developmentskills.
Self developmentis consideredto be important
an
part of a manager'sjob and one
which requiresknowledge and a specific set of new skills. Thus, there seemsto be
an ever increasing awarenessamong managersthat their effectivenessis largely
dependent on their ability and desire for their own personal growth and
development. Although the felt need for analytical and self-related skills and
knowledge was high among all the respondents,it was evident that the need for
acquisition of these skills was emphasizedmore at the lower levels of the
managerialhierarchy than the higher ones.Data analysisrevealedthat, the overall
picture suggeststhat at the higher level of the organization,the tendencyseemsto
be more towards a desire, on their part, for the achievementof a balancedrangeof
skills from amongstthe identified categorieswhile naturally the emphasisis placed
more on the people-relatedones.
As Analoui and Karami (2003) discussed, although the grouping of the skills into
three predetermined categories may seem arbitrary, nevertheless, it appearsthat the
people-related skills together with the analytical and self and career developmentrelated categories of skills are generally perceived as more important than that of
the task-related ones.

Overall, the findings of this researchso far provide supportfor Analoui's model of
managementdevelopmentwhich suggeststhe presenceof a hierarchyamongstthe
categoriesof managerial skills (Analoui, 1993). This study suggeststhat senior
managersin the lower level of the organizationtend to havea greaterneedfor the
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task-relatedskills in order to perform their job effectively. This doesnot, however,
suggest that the task-related aspects of the job of senior managersin higher
positions hold little or no importancefor their effectiveness.
7.5 Organizational (Departmental) Criteria
Managersareaskedaboutthe
criteria for effectiveness(Chauveland Depres,2002),
in their departments within the Muscat Municipality. As expected, in each
departmenta list of factors
are produced which are not exactly the sameas those
from the other departments.Evidently,
eachdepartmentbecauseof its specifications
derived from the natureof the
work, its, size and the like, tend to supportthe basis
for a particular way of working
and standardwith which effectivenesshas been
measured.
Most senior managers expressed the opinion that the most important indicator to
them of their effectiveness was that their staff were achieving their set targets.
However, it became clear that targets
were often `set' for the superiors, with little
degree of involvement in the setting
of those targets on the part of the employees
concerned. The relevant findings of the data can be seen in chapter six Table 6.8. In
spite of the difficulties, demands and constraints with which managers were faced,
the organization expectation is the ability on the part of the employee to `get on
with it' and `get the job done'. A large part of the senior managers' work which is
carried out in these departments is related to projects and development programs,
therefore, the ability to prepare the research report and providing it in time were
seen as being of the most importance.

Further data analysisrevealedthat managersare expectedto plan, self-motivateand
achieve targets.Thesewere expectationsvery similar to the characteristicused by
the managersto describean effective manager.It could be arguedthat all managers
were aware of what was expected from them and that their views and opinions
concerning managerialeffectivenesshas been partly, or even to a large extent in
somecases,formed by the dominantvalue systemof the organization.
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Top management,as

shownin the literaturereview, are generallyconcernedwith a

tendencyon the part of the senior managersto identify with the core values of the
organizationand from the observationsmade in the Muscat Municipality, both as a
participantand as an impartial researcher,this is the casetherealso.

7.6 Motivation and leadership
effectiveness
Motivation to work is
one of the most intensively studied topics in the social
sciences. According to Selden and Watkins (2001) scholars have devoted
substantial efforts to developing a master theory of motivation, trying to incorporate
various characteristics into the concept. In the main, in the fields of human resource
management and organizational behavior, motivation is often described as being
`intrinsic' or `extrinsic' in nature (Hertzberg, et al., 1959). Extrinsic motivation
occurs "

indirectly, most
.... when employees are able to satisfy their needs
importantly through monetary
compensation" (Osterloh et al, 2002, p. 64). In
contrast, intrinsic motivation is apparent when individuals' behavior is oriented
towards the satisfaction of innate
psychological needs rather than to obtain material
rewards (Osterlo, et al, 2002).
As suggested earlier in chapter six, in order to better understand the factors
associated with managerial effectiveness, attention has to be paid to all parameters
of the phenomenon, in particular the motive behind the actions undertaken by
managers (Analoui and Kakbadse, 2000; Crewson, 1997). The analysis of the
quantitative and qualitative data revealed, not surprisingly, that most motivators
were intrinsic in nature and the hygiene factors, such as level of remuneration
stipulated by the legislations, were viewed as satisfactory. According to Analoui
(2003) `all managers [in public sector] reported that their effectiveness is adversely
affected by the low level of remuneration. This reveals that at times top
management feel unable to exercise control over the reward system which has
already been decided by legislative means.

Consideringthe findings of this research(see Table 6.10) on average,it has been
reportedthat the remunerationis one of the major concernswithin the public sector
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as the whole. The forthcoming reform will undoubtedlyhaveto deal with the issue
of the reward systemand its parity with the private sector.Overall, it was observed
that seniormanagersin Muscat Municipality aremotivatedintrinsically.
It has been discussedby Crewson (1997) that
one of the most interestingpoints,
however, is one which goes beyond `remuneration'or in this case the lack of it.
Motivators such as `recognition from

superiors' seemto play important roles. As
one senior managermentioned "the fact the citizens and the big boss appreciate
what we do is a great comfort". It was observedthat achievementof targetstoo
added to a senseof job satisfaction and thus acted as a motivator in their work
(Croxson, et al, 2001). Other factors
such as `job satisfaction' and `training and
self-development' have been reported as the main motivating factors towards
effectiveness.Thus, these and other remaining factors such as `promotion' and
`goodteamwork' seemto be symptomaticof the following issues:
The reward system within the Oman
public sector, as noted above, does not act as a
motivator and indeed to some extent adversely affects senior managers'
effectiveness at work. Those managers who were responsible for challenging work
found the challenge to be a
motivating factor for their increased effectiveness and
the main reason for their effective performance at work (Crewson, 1997). Provision
of resources and teamwork will be suggested to work as motivators. It was
interesting to note that what was expressed as the motivators were indeed the areas
of concern and the main sources of discontent and frustration on the part of the
senior managers. Not surprisingly, these findings are similar to the findings of the
other researches in this field.

7.7 The Degree of 'Demands' and `Constraints'
As discussedin the literaturereview chapter,it is difficult if not impossibleto deal
with the issue of effectivenessat work without consideringthe `constraintsand
demands' with which managersare faced. Realistically, managersare not free
floating agents,allowed to do what they desire.In almost all organizations,thereare
inhibiting forces which slow down the progressand needto be managed,removed
or negotiated. In line with an open system approach towards understanding
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managers,their works and effectiveness,the managersare asked to report the
obstacles,difficulties, demandsand constraintsat work. Analysis of the data (see
Table 6.13 in chaptersix) provided a list of factorswhich were reportedas having
an adverseeffect on the effectivenessof the managers.
Analysis of the data revealedthat lack of communication,shortageof appropriate
staff, unrealistic targets (crisis resulting from natural disasters),lack of teamwork,
lack of resources,and lack of/or inappropriatetraining, are consideredas the major
constraints and demands in the studied organization. Despite the differences
betweenthe departmentsand the difference betweenthe degreesof emphasisplaced
on the identified factor, a cluster of factorstendedto be sharedbetweenthe studied
departmentswithin the Muscat Municipality. These difficulties are: shortageof
appropriate staff and lack of/or inappropriatetraining, poor remuneration,lack of
motivation and lack of teamwork. The constraintsand demands,whether those
alreadyidentified and briefly introduced or thosewhich will never be mentioned,at
an individual, organizationaland/or a wider social level, limit the managers'ability
to determineand increasetheir own level of effectiveness.
7.8 Presence of `Choices' and 'Opportunities'

for Effectiveness

It is suggestedhere that a notion of a leader inspiring followers to a sharedvision
representsonly one way of thinking about leadershipand may not be of much
assistanceto those concernedwith the teaching of leadership.Choices open to
managersin order to be effective at work are primarily determinedby the degreeof
demandplaced on them and the constraintsin their job. According to Analoui's
work (1999, p. 380), he argues that `a total of 35 factors related to the choices
available have beenidentified, from which the ten mostimportantonesarelisted as
follow:

"

training (sell)

"

on-the-jobtraining

"

part-time study

"

necessarymsources/equipment
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"

teamwork/co-operation

"

betterremuneration

"

funding

"

moreappropriatestaff

"

visit other units/establishments

"

effective/regularcommunication

"

relevantliterature/library

The responsesof the seniormanagersin Muscat Municipality point to solutionsand
waysof dealingwith the presentsituationin order to becomemoreeffective. As one
explained, "... more training and development would enable the managersto
increase their effectiveness and achieve more". Almost all senior managers
considered training as one of the most important factors for increased effectiveness.
This was particularly evident in the departments where the main proportions of the
staff were top management. It was interesting to see that most senior managers
enjoyed the provision of seminars but felt that a more planned program would be
more beneficial. It was evident, from semi structured interviews and the through
daily observations that senior managers preferred a series of short but intensive
workshops to those which required them to travel abroad. As one explained, "... the
dilemma is not unique to senior manager here at the Municipality. Being charge of
operations and being responsible for high profile projects do not allow managers to
leave your post for long... I think the solution is in short, high quality workshops
here in Muscat". However, most senior managers also valued the opportunities to
attend occasional seminars abroad to share experience, gain knowledge and improve
their effectiveness.

There were two other major factors which were regardedas opportunities for
improving effectiveness:one wasreferred to as resources,betterworking conditions
and equipment,and the other was referredto as the organizationaland managerial
processes(Croxson,et al, 2001). Most seniormanagers,especiallythosein the top
managementteam in the Muscat Municipality in Oman,felt that `their effectiveness
could be almost double, if they had more resources'. The point which was
frequently mentioned was that a more equitable distribution of resourcescould
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improve the work of the Muscat Municipality

and the effectivenessof its staff. This

point againrelatesto the distribution of resourcesamongstthe ministries within the
public sectorand the unique position of the Municipality as an agent for improving
the quality of life for the citizens of Oman. However, all managersagreed that
consideringthe public sectors usual constraintsthey "have managedto achievea
great deal".
Organizational and leadership processes such as, communication, delegation,
incentives(Croxson,et
al, 2001), team management(Herzberg,2003) and the like
were mentionedas solutions rather than opportunity. `If only we could... ' suffixed
most such suggestions.Wherever,there was a discussionconcerningeffectiveness,
training and availability of opportunities,it was repeatedlymentionedthat: "Those
who really needthe training for increasedeffectivenessare the top managementnot the head of the Muscat Municipality". "They are the policy makers, strategic
decision makers..." a point
which some top managementagreedwith and some
resentedstrongly.
The opportunities are in a sense related to demands and constraints. As one senior
manager explained, it appears that the presence of the constraints and demands will
force the younger managers to think of a `way out'. Working in the private sector is
attractive and many do think of moving across. This is a national dilemma which is
also impacting on the effectiveness of the senior managers in the Municipality. In
most casesthe younger managers seek opportunities such as full-time secondment,
visits abroad including attending seminars and conferences in order to move up and
move away. Ultimately, as senior managers commented, this will indirectly and
adversely affect the senior managers' effectiveness. As one mentioned, "when you
can't keep the good staff because you can't reward them like in the private sector
they leave and leave a hole in their respective teams". It is clear that the presence of
a `role-culture' in the public sector as the whole and a lack of sufficient monetary
rewards `have forced' some managers `to think of themselves'. Therefore, the
exploration of choices perceived as being available to them (specially the younger
managers) indirectly showed the presence of a strong belief in what can only be
regarded as the main reason for the `person-cultures' in some departments in the
Muscat Municipality.
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7.9 Nature of Inter-Organizational Relationships
Implicit and explicit remarkswill be frequently made where the overall subjectof
managerialeffectivenessis being discussed.All respondentssaw their effectiveness
as being affected,if not determined,by the overall effectivenessof the organization.
It was evident that the respondentswere awarethat there is a two-way relationship
betweentheir effectivenessand the organizationthat was determinedpartly by their
organization's relationship with other organizationsand agencies,both nationally
and internationally.
In the Muscat Municipality,

coordinating large projects seems to be the focus of
attention for senior managers from other organizations. It was generally believed
that for a variety of reasons, the strategy in the Muscat Municipality tends to
influence the potential for effectiveness of the other organizations in the public
sector in Oman. Interestingly, amongst the organizations in the public sector in
Oman, there seemed to be little problem in terms of identification of the level of the
desired action, but it
delays and
was the procedure and bureaucracy that caused
other related problems discussed in chapter six, there was a significant relationship
between changes in the environmental factors and managerial effectiveness in the
For instance, increasing uncertainty and ambiguity on
governmental policies positively decreased the managerial effectiveness in the
studied organization.

studiedorganization.
-7.10Dominant Managerial (leadership) Philosophy
Philosophy,it is said,is the studyof abstractproblemsdetachedfrom the challenges
of everyday life. Others say that there is no widely accepted definition of
`philosophy' first appearing in the writings of Herodotusand Thucydides(fifth
century BC). It was loosely translated then as `the pursuit of knowledge'.
Philosophyaims to provide not knowledge,but understanding;and its history shows
how difficult it has been, evenfor the very greatestminds, to develop a complete
and coherentvision.
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It has been establishedthat the dominant

managerialphilosophy in an organization

doesinfluence the operationswhich are carried

out in it and the roles performedby
its employeesin particular the
seniormanagers,and generallyit influencesthe flow
of information and the informal and structuredrelationshipsamongthe peoplein the
organization.The leadershipof the organizationprovides the very standardfor the
patternsof behaviorand thereforehasproven to be a decisivefactor in determining
the effectivenessof the managersin the organization(Herzberg,2003). The data,
whetherin qualitative or quantitativeform, havebeentaintedby the presenceof this
influence of the managerialphilosophy and style of top managementteam of the
Muscat Municipality and its related departments.
The traditional preference for `politically correct administration', an aspect or
characteristic dominant in the public sector as the whole, as opposed to
management,hasresultedin many instancesin the ineffectivenessof the individual
managers(Herzberg,2003) and the organizationsas a whole. This issueought to be
seen in context. There seemsto be a tendency on the part of managementfor
centralization, top-down management,overemphasison control and managerial
decision making. In most cases it was observed that senior managersdid not
delegateas often as they should andthereforein their absencemajor decisionscould
not be made, there were some exceptionsto this generalrule among the senior
managers.Ultimately, the degree to which the senior managerswill adhere to
traditional management,or to correct administration principles varies from one
department to another. The results of this researchin this respect supports the
findings of Analoui who reportedthat, "apart from a few top senior managersand
senior managerswho did feel that there is a need for changeof attitude and policy,
the others seemedto remain insistent that beingat the top justifies the lack of need
for managementtraining and the adoption of the participatory approachesto their
managementof task andpeopleat work" (1999,p. 386).
It can therefore be safely concluded that, the eight parametersof effectiveness
within the Muscat Municipality in Oman and public sectororganizations,also point
to a mirror imageof the characteristicsof eachdimension.That is to suggest,what
forms motivation for greatereffectivenessis also reflected in the constraintsand
demandswhich control, inhabit or completely paralyze the individual concerned.
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The perceptionof the individual
managers(Herzberg,2003) of their own and their
colleagues'effectivenessis also related to the skills and abilities attributedto the
effective managers.And, most importantof all, the organization'sexpectationof its
managersis reflected in the nature of the criteria for effectivenesswhich is held by
the organization.Becausethe findings of this researchsupportthe related research
hypothesisand the findings
of other studies(Analoui, 1997 and 1999)it therefore
suggeststhat the relative importance of the parametersof effectivenessalso vary
with respectto the positionsof seniormanagersin the hierarchyof the organization.
7.11 Contextual factors: do they
matter?
In this section, following Analoui's (1999)
model, three main variablesincluding
self development skills and personal attributes; importance of organizational
factors; and finally the importance
of environmental (contextual) factors are
discussed.

7.11.1.Self development skills and personal attributions
Self understanding is a prerequisite for leading and managing others effectively,
responsibly and respectably. The findings of this study suggest that personal factors
such as improving one's own performance and developing one's own potential
being considered as some of the most important for effective managers. It has been
argued (Huczynslci and Buchanan, 2007) that as an important part of any manager's
job, self development requires that managers learn new skills, knowledge and
attitudes in order to perform their jobs effectively. It is increasingly a responsibility
for today's managers to develop themselves through gaining insight into their own
strengths, and by gaining the required skills and experience on the job, as well as
searching for opportunities which lead to greater contribution and superior
performance (Analoui, 1999).

Effective managers'interaction systemsand managingthe financial aspectsof the
work, as well as the ability to manage the work with the use of information
technology,have beenperceivedas of equalimportanceby seniormanagersacross
the Muscat Municipality. Technical skills appearto be equallyimportant acrossall
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three levels of management;top, middle andjunior and evenlower in rank. For the
seniormanagers,as a whole, thesemanagerialskills areperceivedand distinguished
as the least important contributing factorsto their increasedeffectivenessalthough,
notably, somewereperceivedas more importantthan others.
As discussedin chapter six, overall, the comparativeanalysisof the mean score
rankings of the rated importanceof the total numberof 21 skills which are identified
as being required for the increasedeffectivenessof senior managerssupportsthe
first general assumption of the researchthat senior managerstend to rate the
importanceof eachset of skills differently accordingto the managerialposition they
hold at various levels of organizationalhierarchy.Almost all senior managerswho
participated in the interviews believed that the perceived importance of each
individual skill varies
but it
not only with respectto specific managerialpositions
also differs considerablywith the demandsof particular situations.The findings of
this researchsupport the findings of other studies(Herzberg,2003; Analoui, 1999)
by suggestingthat the relative importanceattributedto managerialskills also vary
with respectto the positions of seniormanagersand their location on the hierarchy
of the organization.
7.11.2.Importance of organizational factors
In order to see the impact of organizational factors on organizational and managerial
effectiveness within the Muscat Municipality, the respondentswere asked to rate its
impact on the research variables such as informal relationship, flexibility in decision
making process, organizational structure, management by objectives (MBO), team
working and the like. The result of the study has been illustrated in Table 6.18 in
chapter six. It was discussed that, the success of organizations in the public sector
under globalization depends largely on the senior managers' awareness of the
environment (Roy and Dugal, 1999; Miles and Snow 1978). Data analysis shows
that, the impact of internal organizational factors on adapting to environmental
changes is significantly important. Using environmental (external and internal)
analysis as a basic management tool, senior managers can recognize its strengths
and weaknesses, alongside the opportunities and threats of the public sector, in
order to manage the organization effectively.
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Strategic decision-making is

an important part of managingthe direction of an
organizationand measuringits success(Waring, 2001). The recent works focus on
the development of the strategic decision
making as a managementtool, and
explores various analytical techniques to measure the performance of an
organization (Karami, 2007). The developmentof such a model requires more
effective useof the strategicmanagementapproachin the public sectorin Oman. In
this research, the result
of data analysis reveals that, establishing a strategic
management approach, would significantly impact on the operational decision
making in the Muscat Municipality.
7.11.3Importance of the
environmental factors
Theoretically, through
environmental analysis, the key economic, political, social
and technological trends, green environment issues, and legal factors can be
correlated and identified with opportunities, strengths, threats and weaknesses in
order to determine the necessary strategies for the future development of the
organizations (Analoui and Karami, 2003). Senior managers cannot build an
effective strategic plan if they do not know where the organization has been or
where it is likely to go. More specifically, this issue is becoming more crucial in the
public sector. In this regard it has been assumed that environmental factors such as
technology significantly impact upon the decision making process and leadership
effectiveness in the public sector in Oman. Therefore, the respondents were asked to
indicate to what extent internal
and external environment factors affect their

performance.
The findings show that the respondents ranked the degree of impacts of
environmental factors on their effectiveness as follows. Ist priority: political
factors; 2nd priority: economic factors; 3rd priority: legal factors; 4th priority:
social and cultural trends; 5th priority: green environmentissues;and finally 6th
priority: technological factors (see Table 6.19 in chaptersix). In other words, 91
percentof the respondentsbelievedthat, the political factorsof the country havean
impact on their effectivenesswithin their organizations.In contrast,technological

247

factors (45%) seem to affect the leadership effectivenessand decision-making
processfar less than the otherfactors.
7.12 Leadership effectiveness
The character of leadershipis somethingwhich is often taken for granted. It is
expectedthat good leadersshould be strong in character,that is, to have a moral
imperative to their actions. Bass and Avolio (1994) assertedthat "in leadership,
charactercounts [... ] leadershipprovides a moral compassand,over the long term,
both personal developmentand the common good are best served by a moral
compassthat readstrue" (p.125).They commentedthat "leadershipis about how to
be, not how to do [... ] it is about character" (p. 126). Barker (2005) identified
sevenvirtues by which Australian executivescould be identified. Theseare:
"

humility

"

courage

"

integrity

"

compassion

"

humor

"

passion

"

wisdom

The present study reachessome conclusions which appear to demonstratethat,
amongstother things, a combination of different managerialknowledge and skills
are perceived as essentialrequirementsfor the increasedeffectivenessof senior
managers.The identified hierarchy of managerialskills also indicatesthat the prime
responsibility of managementis to createan organizationalclimate in which people
work willingly and effectively. This overall competencyis consideredto be the
cornerstoneof managerial effectivenessand is the key to increasedmanagerial
effectivenessand improved organizational performancewhich at the sametime
reflects the capabilitiesof managementto perform the job as effectively as possible
(Mintzberg, 1973).
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It was interesting therefore, to discover that
senior managers ranked this ability as
the most important overall competency in relation to their increased effectiveness.
These results furthermore, indicate that the
senior managers in the Muscat
Municipality were highly
aware of their managerial responsibilities and of the
presence of the factors which were affecting their effectiveness at work. These
were:

"

effective organizationalcommunication,

"

individualized consideration

"

intellectualstimulation

"

inspirationalmotivation

7.12.1Effective Organizational Communication
As previously mentioned in the literature review chapter,cohesionis critical for
effective team performance,and as such, is a key areathat could be addressedwhen
investigating the transformational leadership's potential relationship with team
Performance.Transformationalleadershiphas beenempirically linked to cohesion
in the past. Specifically, Bass
et al (2003) found that cohesion mediated a
transformational leadership relationship with financial performance.A similar
finding has been reportedwhere group potency mediatedthe relationship between
transformational leadership and creative outcomesof teams interacting through
computernetworks. Additionally, using a military sample,Basset al, (2003) found
support for the mediating role of group potency on a transformational
leadership/platoonperformancerelationship.
As noted earlier in chapter six, the analysis of the mean ranked comparisonof
important managerialskills acrossmanageriallevels pointed out that team building
and communication skill holds high importance in terms of increasing senior
managers'effectivenessirrespectiveof their position in the hierarchy.The resultsof
the study clearly indicate that althoughthe importanceof communicationfor all the
senior managersinvolved in the study is ranked second,next to time management,
the seniormanagersat various positions in the hierarchyhaveratedcommunication
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skills quite highly in the range of 4.13 (seeTable 6.20 in chapter6) on a five point
scale. This again appears to support the view that communication plays an
important part in increasingthe effectivenessof all senior managersirrespectiveof
their level in the hierarchy at which they perform.
The findings of this study supportother researcher'sfindings (Margerison, 1983)
and their contention regarding the high importance of communication skills for
increasing the effectivenessof

senior managers.For example,in a 1984 study of
711 chief executive officers (CEOs) conductedby Margerison(1985), the senior
managersemphasizedcommunicationskills as the most important personalfactor
that they had to learn to be successfuland they thought that the managementof
other people was the most difficult aspectof their job. Analoui's (1997) research
also revealed and openedup the view that communicationwas one of the most
important skills for increasedeffectivenessof the senior managersinvolved in this
study.
It is interestingto note that, in all publishedworks in the field of managerialskills,
team working and communicationare thosebehavioralskills that every researcher
hasplaced emphasison their vital importancefor increasedeffectiveness.Above all
other attributes they are considerednecessaryfor managerialsuccess.Thus, it has
been argued that managementis about people and communication;the key to
bringing out the best in people. Managing people is consideredto be the most
demandingaspect of the managerialjob and one which involves abilities such as
communicating,delegating,handling conflict and developingpeople (Margerison,
1985).
In addition to different literary evidencewhich appearsto supportthe high degreeof
importanceof communicationfor the effectivenessof seniormanagers,in this study
the results alreadypresentedin the previous chapterindicatedthat senior managers
were certain about the importanceof communicationfor the satisfactorydischarge
of their responsibilities.Thoseresults showedthat none of the respondentsattached
low importance to communication. Overall, the research indicates that
communication is a key element in effective management.Senior managersare
therefore, expectedto demonstratea high degreeof competencein communicating
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effectively with other people while carrying out different managerialfunctions and
performing various rolesand responsibilitiesat any given time in their jobs.
7.12.2.Individualized
consideration
As previously mentioned, increasedlistening,
prompt feedback and opennessto
suggestionsfrom the team are necessaryfor effective performance.Individualized
consideration encompassesattentive listening, consideration of individuals as
having different needs,
abilities and aspirations,and time spent in coaching and
teaching (Bass 1990). The individually considerateleader is responsible for
constructinga one-to-onerelationshipwith eachteammember,listening to concerns
and addressing individual needs (Bass, 1994). As such, the transformational
leadership dimension
of individualized consideration may be an appropriate
precursorto effective team communication.
The results of this study on the relative perceived importance of `mobilizing
people', `creating new learning opportunities', `time management'and `drive to
achieveobjectives' acrossvarious levels of seniormanagementagainmay be taken
as evidencethat individualized considerationalways remainsan essentialcriterion
for managerial effectiveness. As
one of the most important attributes of selfdiscipline creating learning
opportunities is the first essential practice that
distinguisheseffective seniormanagersfrom ineffective ones.
Mintzberg (1980) describes time management as part of the resource allocation role
which he believes is the heart of the strategy-making system in the organization,
played by managers in partial fulfillment of their decisional roles. At the same time
senior managers are well aware of how important this is to their effectiveness.
Based on the findings of this study, it is the researcher's belief that efficient
management of organizational resources is probably the most important ingredient
and element for self management and therefore, is a vital practice for increasing the
effectiveness of managers in general and senior managers in particular. The
implications for management development here is that, for senior managers to be
effective, they should specifically be able to control and effectively utilize their time
by keeping track and making every possible effort to avoid its waste. They should
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be able to attend to individual
needs for growth and achievement.The senior
managers should be able to act as coach or mentor, create new learning
oPPo

ties, acceptindividual differences,and avoid closemonitoring.

7.12.3Intellectual stimulation
Constructive conflict managementis
viewed as a managementtool, where a team
benefits from conflict in that the team developsa quality solution and strengthens
relationships.As previously mentioned, effective conflict managementcan lead to
better team performance, as a team is not dragged down by infighting and
indecision. Researchsuggeststhat
conflict, particularly cognitive or task-oriented
conflict, can be an importantantecedentto teameffectivenessand performance.
Intellectual stimulation and creative problem solving may be consideredattributes
which are universally acceptedas the cornerstoneand foundation of managerial
effectiveness(Huczynski and Buchanan, 2007). In the present study the results
indicate that refraining problems,decision making, and encouragingcreativity and
innovation are consideredas some of the most important skills for the increased
effectiveness of all the senior managers.However, for some senior managers,
`problem solving' and creativity do not hold the samelevel of importanceas the
acquisition of decision making skills. This result is in agreementwith the findings
of Margerison (1985) who found that personal factors such as communication,
delegation, decision making and self-discipline were consideredby the senior
managersto be far more importantfor their success.
Furthermore, they have to understand the various costs and benefits, as well as the
risks involved in their decisions. As far as the decision making skill is concerned the
findings of this research supports the above conclusion. Effective managers not only
take responsibility for the effectiveness of their own decision making process but
also ensure that their subordinates are effectively utilizing their problem solving

skills wheneverit is required.
Indeed,further analysisof the qualitative data suggeststhat for senior managersin
higher positions intellectual stimulation is more alongthe lines of strategicthinking
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in terms of the issues
which concern the present and future operation of the
organization.The results of this researchindicate that the effective seniormanagers
should be able to stimulatetheir team members,approachold issuesin new ways,
and encouragecreativity and innovation and finally, managechangein the public
sector.The findings of this researchalso supportsthe BuchananandBadham(1999)
results from a survey of middle and senior managerscarried out to investigate
organizationalchange.They found that:
"

Over 90 percentof managersagreethat changemanagementknowledgeand
skills are relevantto peopleat all levels in the organization

"

Over 90 percent agreedthat all managersrequire a good understandingof
changemanagementprinciples andpractice.

"

Only 2 percent agreed that change managementis a specialized area of
expertisewhich shouldbe left to full-time professionals.

Nevertheless,the importance of decision making skills remains relatively higher
than that of problem solving skills for all levels except for seniormanagersin the
fourth level where problem solving and creativity becomesmore important to the
executionof daily operations,apparentlybecauseof the demandsand constraintsof
thejob especiallythoserelating to projectsand programs.
7.12.4 Inspirational motivation and interpersonal skills
The senior managersin this study felt that understandingpeople's needs and
providing them with the right kind of motivationsare importantrequirementsfor the
effective managementof people. One essential requirement of any effective
manageris the ability to handle peopleeffectively. It can be said that, an effective
managerknows that only motivatedhuman resourcesareable to productivelycarry
out the organizationaltaskstoward the accomplishmentof the organizationalgoals.
To fulfill this task, an effective managerdoes not entirely dependon the formal
reward and punishment system in order to motivate people, but also seeksand
attemptsto provide opportunitiesfor the organizationalmembersto satisfy their
different needsin the organization.It is therefore,an increasinglyimportanttask for
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managementto ensurejob satisfactionfor people through their achievementsin the
work place. This requiresthe enhancementof the positive aspectsof motivation as
well as the elimination of thosefactorswhich aredeterrentsto work satisfaction.
It is commonly believed that the job
of managementis to get things done through
other people (Daft, 2007). This involves the effective managementof human
resources.For effective managersthis is the most demandingaspectof their job that
increasinglyrequiresthe learning interpersonaland leadershipskills in order to
of
work with and through people. The senior managersin the Muscat Municipality
believedthat their successin bringing
out the bestin peoplerelied mainly on their
ability to develop successfulteamsand to motivate people.
Managers should realize that
organizational objectives can only be achieved if
people are willing and capable of carrying out their work and that getting other
people to work effectively requires interpersonal and leadership skills (Kakabadse et
a1., 1987). Effective managers therefore, know how to create an organizational
climate which is conducive to team work and participation. They are also well
aware of the issue that conflicts and disputes always hinder opportunities for team
building and limit their efforts to influence their associates towards the desired
behaviors and performance. According to Mintzberg (1980), conflict resolution
skills enable a manager to act as a mediator between individuals in conflict. Skills in
handling disputes and arguments are important at all levels however, there are
speculations in the literature which suggest that they may be especially important at
senior management levels where strategies and policies are to be determined.
Ultimately, the findings of the research indicate that senior managers hold similar
views about the importance of these skills, irrespective of their level in the
hierarchy. The implications of these findings are that senior managers are expected
to acquire a high level of competence in dealing with a variety of people in and
outside of their work environment and that they ought to be able to exert positive
power to influence the behavior of these people for the sake of achieving
organizational objectives. An effective leader motivates and inspires his/her people
by providing meaning and challenge (Bass 1994), raising the level of team spirit,
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showing enthusiasm and optimism, communicating expectations and finally,
demonstrating
commitment.
7.12.5 Transformational leadership
As discussedin the previoussections,the foundationof transformationalleadership
rests on what Bass and Avolio (1994) refer to as the four I's of transformational
leadership, which comprise three factors (Avolio
and Yammarino, 2002; Bass,
1994) idealized influence/inspirational motivation, intellectual stimulation and
individualized consideration.Idealizedinfluence/inspirationalmotivation are related
to the formulation and articulation of vision and/orchallenginggoals (Atwater and
Bass, 1994). Behaviors related to idealized influence/inspirational motivation
includes instilling pride in others for being associatedwith the leader, inducing
followers to go beyondself-interestfor the
good of the group,providing reassurance
that obstacles will be overcome, promotion of confidence in achievement and
execution of goals and tasks,talking optimistically about the future, articulating a
compelling vision for the future and providing an exciting image of organizational
change (Bass and Avolio, 1994). Intellectual stimulation promotes intelligence,
rationality and careful problem-solving.Behaviorsrelatedto intellectualstimulation
include seekingdiffering perspectiveswhen solving problems,suggestingnew ways
of examining how to complete assignmentsand encouragingre-thinking of ideas
that have not been questioned in the past (Bass and Avolio, 1994). Finally,
individualized considerationis directedat treatingthe followers as individuals and
not just membersof a group. Behaviors related to individualized consideration
include spending time in teaching and coaching, helping others develop their
strengthsand listening attentively to others'concerns(Bassand Avolio, 1994).
Transformationalleadership(i. e. the four I's) may be mappedto critical teamwork
process factors in such a way as to possibly develop team communication and
conflict managementskills, and promoteteamcohesion.
Interestingly, the senior managers reported that the top leadership of the
organization tends to apply a mix of both transformational and transactional
leadership style dependenton the circumstancesand the context in which the
Municipality is situated. On the whole, the senior managersfelt that the top
leadership displays leadership qualities which are worthy of transformational
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leadersratherthan a transactionalone and as such the Minister providesrole
model
leadershipfor the top team to follow.
7.13 Chapter Summary
The findings of this research
appearto indicate that people-relatedskills havethe
highest influence on the effectivenessof senior managers;more attentionneedsto
be paid to developing competence in people skills at all levels of senior
management.Theseresults also suggestthat the seniormanagers'own development
and growth must be given a high degreeof priority in the formulation of the human
resource development policies and strategies.It should be pointed out that the
relative degreesof importance attachedto such skills are likely to change with
respectto circumstances.
Oneinterestingissuewhich has emergedfrom all this is that in reality the identified
managerialskills are so overlappingthat it is difficult to make a clear-cutdistinction
between the three categories, the line of differentiation can only be drawn
theoreticallyand only for the easeof analyticalpurposes.Furthermore,thereis clear
indication that senior manager irrespective of their seniority, require a
comprehensive range of advanced managerial skills for their increased
effectiveness.
In this research,attention has been drawn to the importance of the role of the
Muscat Municipality in the realization of the growth and developmentof the senior
managersin the public sectorin Oman. Analoui's eight parametersframework has
beenemployedto study the managerialeffectivenessand managementdevelopment
issues in the Muscat Municipality in Oman. The aim and analysisof the eight
parametersof managerial effectivenessis to identify the causal and behavioral
influences which determinethe managerialeffectivenessof senior managersin the
Muscat Municipality, The results point to the presenceof factors which constitute
`parameters'of effectivenessat work. Thereis also a needfor considerationof other
factors suchas individual and organizationalcriteria, motivation, and the constraints
and demands which determine the choices of behaviors and the degree of
effectivenessin a particular context.
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The eight parametersof effectivenesswithin public sectororganizationsalso point
to a mirror image of the characteristicsof eachdimension.That is to suggest,what
forms the motivation for
greater effectiveness is also indicative of what the
constraints and demandsare which control, inhabit or completely paralyze the
individual concerned.The perception the individual managersof their own and
of
their colleagues'effectivenessis also related to the skills and abilities attributedto
the effective managers.And, most important of all, the organization'sexpectationof
its managersis reflected in the nature of the criteria for effectivenesswhich is held
by the Muscat Municipality.
It concludesthat betterunderstandingof the subjectrequiresattentionbeing paid to
the senior managers' `choice' and `meaningful action', within the studied
organization. This is certainly very much related to the core of the researchthat
seeks explanation for the development of senior managers.The explanatory
framework which was discussedin detail in chapterfour is in line with the above
recenttheoreticaldevelopmentin this field.
The results clearly showedthat the degreeof importanceattachedto each set of
skills and parameterstendedto vary accordingto the position of the managersin the
hierarchy of the organization. Nevertheless, generalization about managerial
activities is likely to be at least partially incorrect for any particular manageror
group of managers.Managers in the Muscat Municipality are likely to have a
different perception of the importance of such skills, parameters and their
interaction for their increasedeffectivenessand developmentas a whole. For the
developmentof seniormanagers,the implications of thesefindingsare many.These
areto be presentedand dealtwith in the concludingchapter.
In the next chaptertherefore,attemptswill be madeto draw relevant conclusions
basedon the findings of the researchand henceexplore the likely implications for
future researchandits application within the MuscatMunicipality in Oman.
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Chapter Eight: Summary and Conclusions
8.1 Introduction

This first time study has aimed to
explore the senior managers'effectivenessand
leadershipin the Muscat Municipality in Oman. In the introductory chapterthe
topic, the researchpropositions and interestsof the author werepresented.Chapter
two examined the development of the concept of managerialeffectiveness,the
views of authors who provided the main influence and offered an overview of the
major works in the field of management.Chapterthreeanalyzed,in somedepth, the
theoretical framework of the research.This chapterprovides a synthesisof the
literature in managementand effectiveness,and provides the framework of the
study. Chapterfour exploresthe characteristicsof Omanand the stateof the public
sectoras the whole. Also in this chapter,socio-economicmanagementsystemsand
political issues in Oman are discussed.Chapter five describedhow the research
designwas developedand in doing so it broughttogetherall the precedingchapters.
Chapter five explains how, why and when the researchwas carried out. The
resulting conceptual framework provided a basis upon which the research
propositions of the study were further refined into detailed researchobjectivesand
researchquestions.Following on from this, an appropriateresearchmethodology
was developed to meet the objectives of the study. Chapter six provided the
descriptive analysis of the data. This chapter introduced the descriptive
characteristicsof the collected data suchas meansand standarddeviations.Chapter
sevenintroduced the major findings of the researchin connectionwith the research
propositions. It attempted to interpret the researchfindings within the provided
conceptualframework by using the social, organizationalmeaningsand the existing
academictheories.Finally, chaptereight summarizesthe thesis.
In this chapter first, the major findings of the researchare highlighted. Then the
theoretical contribution of the researchwith respect to the existing theory in
managerialeffectivenessis discussed.In the next section,the contribution of this
researchwith respectto governmentpolicy-making and managerialimplications is
discussed. In the last section the limitations of this study are assessedand
suggestionsfor further researchin this field areproposed.
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8.2. Revisiting the objectives of the research
There has been relatively little empirical researchexamining the relationship
betweenseniormanagement,
effective leadershipand project success.The centrality
of the Muscat Municipality and its role, visibility and importancein terms of the
development and modernization of Oman has meant that clarification of the
processes which

lead to increased effectiveness of the leadership in this
organization will have paramount implications for the modernization and reform of
the public sector as the whole. To reiterate, the main objectives of this research are

to explore;

"

The dimensions(parameters)of managerialand leadershipeffectivenessof
senior officials (managers) and executives who work in the Muscat
Municipality and are in charge of the developmentprojects. As it hasbeen
shown all identified eight parametersand related contexts are identical to
thosewhich were discoveredby Analoui (1999).

"

The extent to which senior managers' (officials) effectiveness can be
attributed to their transformational and/or transactional managerial and
leadership styles adopted when discharging their daily duties, including
implementation of the Municipality's capital intensive large development
projects. This particular objective proved to be a challenge since it was
difficult to relate the respondents'effectivenessentirely to their adopted
leadershipstyle. This, however, is not surprising since as we have shown
earlier a myriad of factors and influenceshave impact on leadersand their
styles.

"

The relevanceof identifying the major effectivenessdimensions for an
improved performanceof the seniormanagement(leadership)of the Muscat
Municipality, in particular, and the leadershipof the public sector as the
whole.

In order to achieve these main objectives of the research,the researcherhas
adaptedthe "Eight Parametersof Managerial Effectiveness"model originally
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developedby Analoui (1999) in his study of seniormanagers'effectivenessin
the public sector.It is worth while noting that, as we will be shownin the next
section,the identified parametershave relevancefor the improvedperformance
of the leadership.This however, hasto be consideredin relation to a particular
context in which the leadershipoperates.
8.3 The major findings of the research
It has been concluded that for senior managers and leaders in the public sector to be
effective it is not sufficient to provide only for their additional education and
experience through occasional training. It is rather important to approach the issue
of management development strategically and on a planned basis. Thus, it is
imperative for all public sector organizations including the Municipality to establish
an environment where transformational leadership at organizational and team levels
is fostered and encouraged. This study considers that paying attention to the eight
parameters of managerial effectiveness ought to be considered as an integral part of
the process of organizational development. Moreover, and indeed more importantly,
the present study aimed to explore the proposed parameters for effectiveness within
the context of Muscat Municipality and Oman as the whole.

It hasbeen suggestedthat the organizationalperformanceis relatedto the age of the
senior managers.The correlation analysis of the data shows that, there were no
significant correlation between age of the managersand the performanceof the
studied departments. Organizationalperformanceis not associatedto the age of
seniormanager.
The data analysisshowsthat, there is a strong and significant correlationbetween
the professional expertiseof the senior managersand the emphasisplaced on their
formal managementposition in the studied departments.In other words, senior
managerswith professional expertise and managerial work experienceput more
emphasison formal managementpositions than do the senior managers'without
suchwork experiences.
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It has been hypothesized that there is
a significant relationship between the
educational level of the managersand organizational performancein the public
sector. The analysis of the data shows that there was no significant difference
betweenthe departments,
regardlessof the level of educationof the managers,in
terms of performance.One explanationwould be the relationshipbetweenthe age
and education level of the respondents.As discussedin the data analysischapter,
older managersare likely to benefit from less formal education,while the younger
managersarelikely to benefit from a higher level of education.
The most pertinent and relevant conclusionreachedrelatesto the presenceof eight
parametersof managerialeffectivenesswhich was analyzedthrough this research,
and identification of the behavioraland causalinfluences as their constituentand
essentialcomponents.The awarenessof senior managersand leadersin the public
sector has become increasingly significant in terns of improving their own
managerial effectiveness. The results of this researchwill lead to improving
leadershipstyles,delegationand humanrelations,and the increasedeffectivenessof
the organizationas the whole.
Managerial work is complex and requiresthe managersto master the knowledge,
skills and competencieswhich enable them to deal effectively with the various
aspectsof their job under, at times, difficult circumstances.However, the study
reaches some conclusions which suggest that the demanding aspects of the
managerialjob are contingentupon the managerialposition in the hierarchy,andthe
functional requirementsof the job as well as the situationalfactors.
With reference to the work of senior managers,managerial effectiveness is
predominatelyseenas involving both managingtask and people.The studyshowed
that the effective managementof peopleis also a key to the effective management
of task and that effective managementof people plays an important role toward
increasingthe effectivenessof the organization.Indeed,managingpeopleremainsat
the heartof the leadershipstyle.
Senior managersin the Muscat Municipality of Oman, regardlessof the nature of
their job, their formal qualificationsand the position in which they operatefelt that
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they could benefit from increased managerial effectiveness, and a more regular
management training

and development program. Senior managers definitely

believed that with the ever increasing changes in the job and its
environment,
managerial effectiveness, and management training and development is an
inevitable requirement for their sustained effectiveness. It is believed that
systematic managerial effectiveness and management training programs which
specifically cater for a balanced combination of managerial knowledge and skills
are vital for their increased effectiveness. Studies on `Managerial Effectiveness',
over the last three - four decades have brought to light the importance of
considering leadership beyond organizational arrangements and the need for
considering leadership maturity. It is argued that although the above qualities have
profound influence on the achievement of the goals of the organization, they do not
always account for the differences between effective and not so effective leadership.

The conclusion reachedin this researchgoes further to suggestthat managerial
effectiveness,must be regardedas a continuousprocesswhich is not only concerned
with increasing the effectivenessof all managers,but with the improvement of
organizationaleffectivenesstoo.
For many years it has been clear that one of the main barriers to improving
managerial performance has been inadequate communication (Kakabadse, et al.,
1987). This is in no way surprising given that in even a small managerial group of
managers there are many potential two-way communication channels. It has been
reported that a communication system based on the expectations approach and
capable of handling both the volume of communication and the complexity of
communication channels which are used in the managerial groups of large
organizations was developed in 1973 (Hargie et al., 2004). This study reaches some
conclusions with regard to the importance of communication. These conclusions
suggest that in any position of management or seniority, the satisfactory discharge
of managerial responsibilities and the smooth operation of managerial effectiveness
in their work depend largely on the ability of the managers to communicate
effectively with others. Communication as a function of managerial effectiveness
and managerial skill and competencies are seen as key for effective management in
its whole diversity.
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Managerial effectiveness
and management training programs which place more
emphasis on the people-related aspects of the managers training and development
needs are generally viewed as more suitable for senior managers and are highly
valued for their increased effectiveness in the public sector. The content of
managerial effectiveness, and management training and development programs
must be designed in such a way as to familiarize the senior managers with modern
management concepts, theories, functions and techniques. The identified categories
which are considered most useful for the increased effectiveness of all senior
managers are: strategic management; human resource management; human resource
development; human relations; leadership and effective communication.

Much of the discussion in the
management literature is clearly written from the
perspective that the learning organization can be designed and managed effectively
to produce positive outcomes for the organization. Many commentators have
attempted to specify what the learning organization culture should consist of. It is a
culture which

supports shared learning from experience. The creation of an

organizational environment in which people work willingly and effectively is the
most important factor by which senior manager's effectiveness may be assessed.
The senior managers within the Muscat Municipality in Oman chose from a series
of managerial skills which were presented to them, four in particular were
considered as being the most important for their increased effectiveness. These are
(1) the ability to communicate effectively with other people, (2) the ability to
manage one's own time and use it effectively, (3) the ability to make decisions and
resolve work related problems; and (4) the ability to lead and motivate employees at
work.

This research revealed that senior managers in the Muscat Municipality would
expect future management training programs to result in self-development and the
acquisition of people-related and task-related knowledge and skills. There is a
continual need for the development of organizational members, managers and
senior managers in particular. In order to ensure the overall effectiveness of
organizational members, a clear managerial effectiveness and management
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development policy,

which is based on a true and up to date assessmentof
individuals, group
and organizationaldevelopmentneeds,mustbe adopted.
It is concluded, based on the data
available, that the presence of obstacles such as an
inappropriate appraisal
system, pressure of work, inappropriate human development
policies, lack of career planning, the low priority which is given to increased
managerial

effectiveness, management training

programs and development
activities in the organizations are the main blockages to management development
in their organizations. These findings
should have important implications for the
managerial effectiveness and management development in the public sector in
Oman.

What are the types of managerial skills, another parameter for effectiveness,
required by the senior managers in public sector in Oman? This research revealed
that the most crucial set of managerial skills which is required for the increased
effectiveness of senior managers, is a combination of `analytical and self
development', and `people
and task related' skills. Senior managers are expected to
demonstrate a high level
of competence in various skills, although people skills
have emerged as a more decisive influence for their effectiveness at work. The
relative degree of importance attached to each set of managerial skills varies with
respect to the senior managers' position and may also be contingent upon other
circumstances in which senior managers find themselves. The results of analysis,
therefore, should be taken to be most relevant to the Muscat Municipality.

The question of interrelationships between these managerial skills becomes a matter
of importance. This however, suggeststhat managerial skills should be viewed as a
system and examined in the context of the organization. The classification of
various managerial skills into different categories may be valid to some extent. It is
noted however, that the identified skills are overlapping in many instances. Given
consideration to the three aspects of managerial work and responsibilities, it may be
concluded that managers need to acquire a mix of three categories of skills for their
effectiveness at work namely `people-related', `analytical and self-related', and
`task-related' skills. However, the research results clearly show that the degree of
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importance attachedto the

aboveskills may vary accordingto the position of the
managersand the demandsof their particularjobs.
Managing people is being increasingly considered as constituting a significant
aspect of any senior manager's job and is viewed as a function of their competence
and effectiveness, therefore, people-related skills, such as communication,
interpersonal skills, leadership and managing conflict are the most vital attributes
for their success. It can be claimed that the people-related category of skills is
relatively the most important category for the increased effectiveness of senior
managers, irrespective of their position in the hierarchy. Basically, because, senior
managers are expected to acquire a high level of competence in dealing with a
variety of people in and outside of their work environment, they ought to be able to
influence the behavior of others for the sake of achieving organizational objectives.

The findings of the research provide a great deal of support for Analoui's eight
parameters of managerial effectiveness model of management (see chapters two and
three) development and show that the notion of a hierarchy of skills holds some
validity, suggesting that as senior managers move higher up in the organization,
they tend to have greater need for people-related, analytical and self-related skills in
order to perform their job effectively. This does not, however, suggest that the task
related aspects of the job of senior managers in higher positions holds little or no
importance for their effectiveness.

Further dataanalysisrevealedthat managersare expectedto plan, self-motivateand
achievetargets.These expectationswere very similar to the characteristicusedby
the managersto describean effective manager.It could be arguedthat all managers
were aware of what was expected from them and that their views and opinions
concerningmanagerialeffectivenesshas been partly, or even to a large extent in
somecases,formed by the dominantvaluesystemof the organization.
The reward system within the Muscat Municipality in Oman acts as a de-motivator
and adversely affects managers' effectiveness at work. Achievement of targets set
added to a sense of job satisfaction and thus acted as motivator in their work. It has
been reported that concern for the level of remuneration was the first top priority for
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senior managers in the studied departments in Muscat Municipality. Those
managers who were responsible for challenging work, found the challenges
confrontedto be motivating and the main reasonfor their effectivenessat work.
Almost all senior managers who participated in the interviews believed that the
perceived importance of each individual skill varies not only with respect to specific
managerial positions but it also differs considerably with the demands of particular
situations. The findings of this research also support the findings of other studies.
Thus, it is suggested that the relative importance of managerial skills also varies
with respect to the positions of senior managers in the hierarchy of the organization.
The recent works focus on the development of the strategic decision making as a
management tool, and explores various analytical techniques to measure the
performance of an organization (Karami, 2007). The development of such a model
would require a more effective use of a strategic management approach in the
public sector in Oman. In this research, the result of the data analysis reveals that,
establishing a strategic management approach, would significantly impact on the
operational decision making in the Muscat Municipality.

The findings show that the respondents ranked the degree of impact of
environmental(external as opposedto internal) factors on their effectivenessas
follows. Ist priority: political factors; 2nd priority: economicfactors; 3rd priority:
legal factors; 4th priority: social and cultural trends; 5th priority: greenenvironment
issues;and finally 6th priority: technologicalfactors.In this research,attentionhas
been drawn to the importance of the role of the Muscat Municipality to the
realization of the growth and developmentof the senior managersin the public
sector in Oman. The results point to the presenceof factors which constitute
`parameters'of effectivenessat work. Thereis also a needfor considerationof other
parameterssuch as individual and organizational criteria, motivation, and the
constraintsand demandswhich determinethe choices of behaviorsand degreeof
effectivenessin a particular context.
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8.4. The research contribution to theory
and knowledge
This research has contributed to the field of managerial effectiveness
and
development
management
in two ways; namely its theoreticalcontribution, and in
practical terms. Its practical contribution - policy implication and managerial
implications will be discussed.Eachof theses
sectionsarediscussedbelow.
8.4.1. Theoretical contribution of the research
How effective are managers? How effective can they become? These are two basic
questions which go to the heart of some of the most serious challenges facing
developing countries in general and the Arab world in particular. The problems and
issues underlying them demand to be probed and researched; their sensitivity and
complexity demand to be respected. The notion of managerial effectiveness has
always been an important part of managerial thought and action, but in recent years
a dramatic increase has been seen in the pressures and constraints on managers, and
on what they are expected to achieve. The individual findings associated with each
of the research questions and objectives have been discussed in a previous section.
The interpretation of these findings in relation to existing academic theories has
been proposed in chapter seven. Some of the findings yield support for the work of
other scholars and researchers, some modify and further elaborate existing concepts
proposed in the literature. As such it contributes to the limited empirical evidence

availablein the field of managerialeffectiveness.
In this research an attempt has been made to discuss the findings of the study and to
answer the research questions. The concept of managerial effectiveness specifically
remains one of the main topics of the interest to management scholars, researchers
and practitioners. It is believed that there is little agreement on the ideal approach
for defining or measuring management effectiveness. Nevertheless, a need for
continual research into managerial effectiveness is deemed essential. The research
benefits from the `eight parameters framework'

on managerial effectiveness

Theoretically this research builds on this
framework and explores the implications of the model in the public sector in Oman.
The framework may be viewed as a diagnostic model, with the merit of being
developed by Analoui (1999,2007).
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grounded in the perceptionsof the senior managersthemselvesand as such is a
reflection of their reality. The concept of effectivenesshas to be viewed in relation
to possible differences in context and may vary according to the individual
manager, the nature and characteristicsof his or her specialty, the personal
characteristicsof the workforce, the organization,and the demandsand constraints
in the environment.
Effectiveness, therefore, is a multi-dimensional concept and it should also be noted
that its definition is open to different interpretations, that is, it is to a large extent a
subjective concept. Attempts have been made to investigate an interesting and
worthwhile set of issues. Much has been written about the importance of managerial
effectiveness and managerial skills, but there are still relatively few thorough
studies which consider the real needs of managers for increasing their effectiveness.
However, one reality seems to persist - that there is no general agreement on the
relative degree of importance attached to the various managerial effectiveness and
managerial skills. It is likely that their importance may change with respect to
circumstances.

8.4.2 Policy Implications
There is an increasing realization that management development can result in
increasing managerial effectiveness, and management skills can be acquired by
ways other than experience. In Oman the demand for better quality managerial
competence and performance has been recognized as an important objective along
with the overall aim of socio-economic development of the country. It is however,
evident that the impact of management development on the overall development of
the Muscat Municipality is underestimated. It was found that the development
strategy for Muscat Municipality in Oman was formulated with little attention paid
to management training and development. As a consequence, the development
being paid
strategy at organizational level was also formulated without any attention
to enhancing the senior managers' development and increasing their effectiveness as
for the
a result. Based on the conclusions reached, the following implications
Muscat Municipality and the Omani government are worthy of consideration.
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In the view of the findings
of this study, it is strongly recommendedthat the
governmentought to lay down a clearnational strategyand policy for management
developmentin the
public sectorin generaland Muscat Municipality in particular.
Such a policy shouldreflect the
recognitionof the imperativenatureof management
development for this sector
on the part of government. Such a management
development policy
should then be integrated into the overall strategic human
resource planning and development policies and strategies of the Muscat
Municipality. The development
and growth of seniormanagersmust alsobe given a
high degreeof priority in the formulation human
of
resourcedevelopmentpolicy.
The absence of strategic human
resource development and management
development at the organizational level is apparent. Management development does
not seem to be considered as a matter of concern. The findings show that
managerial strategy at organizational level should support the HR practices. This
would help the Muscat municipality to formulate and implement its human resource
development and management development strategies on a regular basis. Without
explicit, deliberate and realistic strategic planning for developing managers in
general and senior managers, in particular, the smooth operation and realisation of
the organizational plans and strategies would be seriously hampered and
consequently impede the development of organizations and the public sector in
Oman as a whole.
This research highlighted the relationship between the functional areas of the public
sector and human resources by analyzing the senior managers' perceptions of what
constitutes effective leadership. This study also presents how human resource
management practices are aligned to business strategies based on cost reduction,
management quality and delivery performance. Therefore at the organizational level
management development must be linked systematically to the other activities of
human resource management to form an integral part of the total organizational
effort to improve managerial and organizational effectiveness. Management
development efforts should be backed up by an effective system of selection and
appraisal, career planning, organizational planning and structure, and the presence
of an improved management information system.
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The commitment of the organizationsto managementdevelopmentis seenas an
essential element for the overall successof the organizationalperformance.It is
therefore, important that the necessaryresources are allocated and that top
managementsupportfor the managementdevelopmentprogramsis ensured.
The findings and conclusions of this study might well provide the scholarsand
practitioners in Oman with an insight into the areaof leadershipeffectivenessand
managementdevelopmentin the Muscat Municipality and similar organizationsin
Oman. In terms of managerialimplications, this researchprovides for managerial
effectiveness,a clearer direction as to the effective delivery of the appropriateskills
required for managersin the MuscatMunicipality. It will alsohelp the organizations
to develop an appropriate human resource strategy for the developmentof their
seniormanagers.
Finally, the findings of this research firmly

suggests that there seems to be a

perceived need amongst senior managers for more people-related, analytical and
self-related skills which are vital

for increasing the effectiveness of senior

managers. Furthermore, it points to a real need for a balance of knowledge and
skills based on management development programs in order to cope with the ever
increasing complex demands of organizational problems in developing countries.

8.5. Limitations of the study
Generally speaking,like any other empirical work, the researchsuffersfrom some
limitations. Thereare two main identifiable limitations. The first main limitation of
the researchis the focus of the study. The focus of this researchis uponthe Muscat
Municipality in Oman. Therefore,it is recognizedthat the findings of this study,
whilst relevantto the Municipality, may not be generalizedto the wider population
of public sector organizations in Oman. However, throughout the empirical
research,care was taken to ensure that the findings reported were statistically
robust. In particular, a sub-sampleof senior managerswas chosenfor interview
purposesto ensurethat confidencecould be placedin the validity and generalization
of the researchfindings.
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The second limitation

of the study is a methodological limitation. As discussed

previously, each research methodology has its own advantages and disadvantages.
In chapter five, the advantages and disadvantages of alternative research techniques
were highlighted and the researcher sought to counterbalance the inherent
weaknesses of any specific procedure by combining methodological approaches.
Such methodological triangulation was judged to enhance the validity, reliability
and generalization of research findings. In spite of this, some limitations of the
research methodology are noted. As both qualitative and quantitative data were
gathered by means of survey techniques, the research suffers from the possibility of
non-response bias, however much effort was made to reduce the possibility of nonresponse bias. During the primary data collection process, the researcher was
dependent upon the vagaries of interpretation, self-observation and the eagernessof
the respondents to please. While every effort was made to ensure the validity and
reliability of the data through meticulous research design, it is unrealistic to assume
that all of these problems can be avoided.

8.6. Suggestions for further research

Consideringthe researchfindings and limitations of the study, someof the further
researchpossibilities are suggestedbelow.
First, as it has been mentionedin the researchlimitations, this researchfocusedon
the Muscat Municipality sector.In orderto eliminatethis limitation, a replicationof
this researchencompassinga sample from a wider organizationalbase,would be
valuable.This could be carriedout to explorefurtherthe notion of how management
developmentstrategiescanbe formulated.
Second,this researchfocused on exploring the senior managers'perceptionof the
managerialeffectivenessand managementdevelopmentin the Muscat Municipality
in Oman.Accordingly, further researchcould be carried out to investigatethe nature
and methodsof managementdevelopmentat an internationallevel.
Further investigations could be carried out to study the integration of human
resourcestrategiesandpracticeswith the organizationalstrategyin the public sector
in Oman.

271

Since the study concentratedon the senior managementand their perception of
effectiveness,it would be interestingto extendthe future studiesto includeheadsof
departmentsto seethe consistencyor otherwiseof the results.

272

Reia+ne s
Ackroyd, S. Hughes,J. (1992), Data Collection in Context,SecondEdition, Longman
Publication,Essex.
Adler, P. and Adler, P. (1998), "Observational Techniques", in Denzin, N. K. and
Lincoln, Y. S. (Eds). Collecting and Interpreting Qualitative Materials, Sage
Publications, London.

Analoui, F. (2007), StrategicHumanResourceManagement,Thomson,UK.
Analoui, F. and Karami, A. (2003), Strategic Management in SMES, Thomson
Learning, London.
Analoui, F. (2002), TheChangingPatternsof HumanResourceManagement,Ashgate,
Aldershot, UK.
Analoui. F. (2002), TheChangingPatternsof HumanResourceManagement,Ashgate,
Aldershot, UK.
Analoui, F. and Al-Madhoun, M. (2002),"Developing ManagerialSkills in Palestine",
Education and Training, Vol. 44, Nos. 8/9, pp. 431-442
Analoui, F. and Hosseini, M. H. (2001), "Management education and increased
managerialeffectiveness:The case of businessmanagersin Iran", Journal of
ManagementDevelopment,Vol. 20, No. 9, pp. 785-794.
Analoui, F. (2000), "What Motivates Senior Managers?The Case of Romania".
Journal of Managerial Psychology,Vol. 15No. 4, pp. 324-326.
Analoui, F. (1999), "Eight Parameters of Managerial Effectiveness: A study in Ghana",
The Journal of Management Development, Vol. 18 No. 4, PP. 362-3 89.
Analoui, F. (1999), "Politics of Strategic Human Resource Management: Towards
Constructing

a

`choice'

model

for

practitioners",

Human

Resource

Development Practices and Practitioners: Beyond the year 2000, Conference
Paper, May, DPPC, University of Bradford.

Analoui, F. (1999), Effective Human Resource Development:A Challenge for
DevelopingCountries,Ashgate,Aldershot.
Analoui. F. (1999), "Eight parametersof managerialeffectiveness:A study of senior
Vol. 18, pp.362managersin Ghana",Journal of ManagementDevelopment,
389.
273

Analoui, F. (1998), "Behavioural
and causal influences on individual managerial
behaviour", Public Administration and Development,Vol. 10 No.2, pp.299313.
Analoui, F. (1998), Human ResourceManagementIssuesin Developing Countries,
(Ed), Ashgate,Aldershot.
Analoui, F. (1997), Senior Managers
and their Effectiveness. Avebury, Aldershot, UK.
Analoui, F. and Labbaf, H. (1995), "Senior Managers' Effectiveness and their Differing
Needs for Managerial Skills", Paper presented to Annual DSA Conference,
University College Dublin, 7-9 September, PP. 1-24.

Analoui, F. (1995), "Management Skills and Senior ManagementEffectiveness",
International Journal of Public SectorManagement,Vol. 8 no. 3, pp. 52-68.
Analoui, F. (1994), The Realities of Managing DevelopmentProjects, Ashgate,
Aldershot, UK.
Analoui, F. (1993), "Skills of Management",in Cusworth,J.W. and Franks,T.R. (Eds)
Managing Projects in Developing Countries,LongmanScientific & Technical,
UK.
Analoui, F. (1990), "Managerial skills for senior managers", International Journal of
Public Sector Management, Vol. 3 No. 2, pp. 26-38.
Analoui, F. (1990), "An Investigation into Management Training Development Needs
of Senior Officials in Zimbabwe", Research Monograph no. 2, Development
and Project Planning Centre, University of Bradford.

Appleby, R. C. (1994), Modern BusinessAdministration (6thEd), Pitman Publishing,
London.
Apply, L. A. (1956), Management in Action, Prentice-Hall, Englewood Cliff.
Armstrong, M. (1996), A Handbook of Personnel Management Practice (6`hEd), Clays
Ltd, London,
Atwater, D. and Bass, B. M. (1994), "Transformational leadership in teams", in Bass,
B., Avolio, B. (Eds), Improving Organizational Effectiveness
jectiveness Through
Transformational Leadership, Sage, Thousand Oaks, CA, pp.48-83.

Avolio, B.J., Kahai, S., Dodge, G.E. (2001), "E-leadership:implications for theory,
researchand practice",LeadershipQuarterly, Vol. 11,pp. 615-68.
Avolio,

B.J. and Bass, B. M. (1998), "Transformational leadership, charisma and
beyond", in Hunt, G., Balaga, B. R, Dachler, H.P. and Schriesheim, C. (Eds),
Emerging Leadership Vistas, Pergamon Press, Elmsford, NY, pp.29-50.

274

Ayeni, V. (2002), Public
sector reform in developing countries, Common Wealth
Secreteriate,London.
Badaracco,R. E. (2001), "Leadership,integrity
and conflict", ManagementDecision,
Vol. 30 Issue6, pp. 63-72.
Balthazard, P., Waldman, D., Howell, J., Atwater, A. (2002), "Modeling performance
in teams: the effects of media type, shared leadership, interaction style and
cohesion", paper presented at the August, 2002 Academy of Management
Meeting, Denver, Co.
Bantel, K. A. and Jackson, S. E. (1989), "Top Management and Innovations in
Banking: Does the Composition of the Top Management Team Make a
Difference? " Strategic Management Journal, Vol. 10, pp. 107-124.

Barker, J. R. (2005), "Tightening the iron cage: concertivecontrol in self managing
teams",AdministrativeScience,Vol. 38 No. 3, pp. 408-37.
Barling, J., Weber, T., Kelloway, E.K. (1996), "Effects of transformationalleadership
training on attitudinal and financial outcomes:a field experiment",Journal of
Applied Psychology,Vol. 81 No.6, pp. 827-32.
Barney, J. B. (1986), "Organizational Culture: Can it be a Source of Sustained
Competitive Advantage?
" Academyof ManagementReview,Vol. 11, pp. 656665.
Barry, B. W. (1998), "A Beginner's Guide to Strategic Planning", The Futurist,
Washington,Vol. 32 No. 3, pp. 33-36.
Bass,B. M., Avolio, B. J., Jung,D. I., Berson,Y. (2003),"Predictingunit performance
by assessingtransformationaland transactionalleadership",Journal of Applied
Psychology,Vol. 88 No.2, pp. 207-18.
Bass B. M. and Riggio R. E. (2006), TransformationalLeadership,LawrenceErlbaum
Associates.
Bass, B. M, Avolio, B. J. (1994), Improving Organizational Effectiveness through

TransformationalLeadership,SagePublications,ThousandOaks,CA.
Bass, B. M. (1981), Stogdill's Handbook of Leadership,The Free Press,New York,
NY.
Bass, B. M. (1985), Leadership and PerformanceBeyond Expectations,Free Press,
New York, NY.

275

Bass, B. M. (1990), Handbook
of Leadership Theory, Research & Managerial
Applications, The Free Press,New York, NY.
Bass, B. M. (1990), Bass
and Stogdill's Handbook of Leadership, Sage, Thousand
Oaks,CA.
Bass,B. M. (1995), "Transformationalleadership
redux", LeadershipQuarterly, Vol.
6, pp. 463-78.
Bedeian, A. G. (1993), Management(3`dEd.), Dryden Press,Florida.
Beer, M. and Nohria, N. (2000), "Cracking the
code of change," Harvard Business
Review,Vol. 78, pp. 133-141.
Beer, M., Eisentstat,R.
and Spector,B. (1990), "Why changeprogramsdon't produce
change," Harvard BusinessReview,Vol. 68, pp. 158-166.
Bell, J. (1993), Doing Your ResearchProject, A Guidefor First-Time Researchersin
Educationand Social Science,OpenUniversity Press.
Bennett,N., Ketchen Jr, D. J.
and Schultz,E. B. (1998), "An Examinationof Factors
Associatedwith the Integrationof Human ResourceManagementand Strategic
Decision making", Human ResourceManagement,Vol. 37 no. 1, pp. 3-16.
Bennett,R. and Brodie, M. (1979), "A Perspectiveon Managerial effectiveness",in
Brodie, M. & Bennett, R. (Eds), Managerial Effectiveness, Regional
ManagementCentre,ThamesValley, pp. 12-31.
Berson, Y. and Linton J. D. (2005), "An Examination of the Relationshipsbetween
Leadership Style, Quality and Employee Satisfaction in R&D versus
Administrative Environments",R&D ManagementJournal, Vol. 35 Issue1, pp.
51-60.
Black, R. R. and McCanse, A. A. (1991), Leadership dilemmas: Grid solution,
Hoeston.
Blau, P. M. and Scott W. R. (1966), Formal Organisations,Routledgeand Kegan
Paul, London.
Blunt, P. (1992), managing organizations in Africa, Walter de Gruyter and Company,
Sweden.

Boehnke,K., Bonfis, N., DiStefano,J. J., DiStefano,A. C. (2003), "Transformational
leadership: an examination of cross-national differences and similarities",
Leadership& OrganizationDevelopmentJournal, Vol. 24 No. 1,pp.5-15.
Bowman, C. and Kakabadse,A. (1997), "Top managementownershipof the strategy
problem", Long RangePlanning,Vol. 30 No. 2, pp. 197-208.
276

Brain, K. Lewis, D. (2004), "Exploring Leadership Preferencesin Multicultural
Workgroups: An Australian Case. Study", Leadership & Organization
DevelopmentJournal, Vol. 25 Issue3, pp.78-84.
Brech,E. F. L. (1972),Principle

and Practiceof Management,(3`dEd), Longman.

Brill, P. and Worth, R (1997), TheFour Levers CorporateChange,Amacom, New
of
York.
Brown, R. (2000), Group processes, Blackwell, Oxford.

Brown, S. L. & Eisenhardt, K. M. (1997), "The
art of continuouschange: linking
complexity theory and time-paced evolution in relentlessly shifting
organizations",Administrative ScienceQuarterly, Vol. 42 No. 1,pp.1-34.
Bryman, A. (1988), Quantity and Quality in Social Research, Routledge, London.
Bryman, A. (2004), Social Research Methods, Oxford University PressInc, New York.
Buchanan, D. and Ballharn, R. (1999), "Politics and Organizational Change: the lived
experience", Human Relations, Vol. 29 No. 5, pp. 609-29.

Burgess,C. (2003),"Gender and
salariesin hotel financial management",Management
Review;Vol. 18 Issue %2,
pp. 50-59.
Burnim, L. M. (1978),An Evaluation Public SectorEmploymentProjectsin Florida
of
createdunderthe title, VI of the ComprehensiveEmploymentand Training Act
of 1973,Tallahassee:Florida StateUniversity.
Burns,J. M. (1978),Leadership,Harper and Row, New York, NY.
Burns, R. B. (2000),Introduction to ResearchMethods,Sage,London.
Burns,T. and Stalker,G. (1961), TheManagementof Innovation,London.
Burrell, G. and Morgan, G. (1993), Sociological Paradigms and Organisational
Analysis: Elements of the Sociology of Corporate Life, Ashgate Publishing
Limited, Aldershot.
Cairncross,F. (1995), Green Inc.: A Guide to Businessand the Environment,Island
Press,Washington,D.C.
Campbell, S. J. P., Dunnette, M. D., Lawler, E. E. and Weick, K. E. Jr (1970),
Managerial Behaviour Performance,McGraw-Hill, New York.
[Manual Request][Infotrieve]
Chan, S. Y. and Foster,J. M. (2001), "Strategy Formulationin Small Business:The
Hong Kong Experiences",International Small BusinessJournal, Apr-Jun.

277

Chauhan, V. S., Dhar, U.
and Pathak, R. D. (2005), "Factorial Constitution of
Managerial Effectiveness: Re-examining an instrument in Indian context",
Journal of Managerial Psychology,Vol. 20, No. 2, pp. 164-177.
Chauvel, D. and Despres, C. (2002), "A review of
survey researchin knowledge
management:1997-2001",Journal of KnowledgeManagement,Vol. 6 No. 3,
pp. 207-23.
Chimerine, L. (1997), "The New Economic Relations in Business", Management
Review, January, pp. 12-17.

Chisnall, P. (1986), Marketing Strategy,(3rdEd), McGraw Hill, London.
Churchill, G. A. and Peter, P. J. (1984), "Research Design Effects on the Reliability of
Rating Scales: A Meta-analysis". Journal of Marketing Research, Vol. 21, pp.
360-375.

Cohen, L. and Manion, L. (1980), Research Method in Education, Croom Helm,
London.
Cole, G. A. (1993), ManagementTheory and Practice, (4t' Ed.), DP Publications,
London.
Cole, G. A. (1994), Strategic Management,Theoryand Practice, DP PublicationLtd,
London.
Cole, G. A. (2000), Strategic Management, Theory and practice, DP Publication Ltd,
London.
Collin, C. (2001), Cases in Strategic management, (2ndEd), Pitman.

Collingwood, H. (2001), "PersonalHistories", Harvard BusinessReview,December,
pp. 27-38.
Collis, D. J. and Montgomery, C. A. (1997), Corporate Strategy: Resources and the
Scope of theFirm, MacGraw-Hill, Chicago.
Out of Management Theory: The
Historiography of the Management of Change", Organization; Vol. 6 No. 1, pp.
51-105.

Cooke, B.

(1999),

"Writing

to the Left

Cooper, D. and Schindler, P. (2003), Business Research Methods, McGraw-Hill, New
York.

Cramer, S. (1995), Handbook of Management:the state of the art, (Ed)), Pitman
Publishing.

278

Cremer,D. D. and Knippenberg,D.V. (2002), "How do leaders
promote cooperation?
The effects of charisma and procedural fairness", Journal of Applied
Psychology,Vol. 87 No. 5, pp. 858-66.
Crewson, P.E. (1997), "Public service motivation: building empirical evidenceof
incidence and effect", Journal of Public Administration Researchand Theory,
Vol. 7 No. 4, pp. 499-518.
Croxson, B., Propper, C., Perkins, A. (2001), "Are public sector workers influenced by
financial incentives? " Journal of Public Economics, Vol. 79 No. 2, pp. 375-89.
Curran, J. and Blackburn, R. B. (2001), Researching the Small Enterprise, Sage
Publications, London.

Daft, R. L. (2007),Management,Dryden Press,New York.
Daft, R.

L. (1998), Organisational Theory and Design (6`s Ed.), Dryden Press,

Orlando.
Daft, R. L. (2000),Management,(5t' Ed), Dryden Press,Orlando.
Darroch, J. (2003), "Developinga measureof knowledgemanagementbehavioursand
practices",Journal of KnowledgeManagement,Vol. 7 No.5, pp. 41-54.
David, F. R (1995), Strategic Management, (51 Ed), Prentice Hall.

Davies, C. R. (1951), The Fundamentalsof the Top Management,Harper Brothers,
New York.
de Neufville, R. and Scholtes, S. (2006),

"Maximizing

Value From

Large-Scale

Projects: Implementing Flexibility In Public - Private Partnerships", Beefing
Paper, Judge Business School, University of Cambridge, May 2, pp. 1-15.
R. and Chaize, M. (2004), "Staged Deployment of
Satellite Constellation in Low Earth Orbit", Journal of

de Weck, 0., de Neufville,
Communication

Aerospace Computing, Information, and Communications, Vol. 1 No. 4,2004,
pp. 119-136.

Den Hartog D. N., Caley A., Dewe P. (2007), "Recruiting Leaders:An Analysis of
LeadershipAdvertisements",Human ResourceManagementJournal, Vol. 17
No 1,pp. 58-75.
Denison D., Hogg, R.M. and McCully, C.B. (1995), GenerativeTheory and Corpus
Studies,Mountonde Groy.
Dess, G. G. and Miller, A. (1995), Strategic Management, McGraw-Hill, New York,
NY.

279

Dillman, D. (1983), "Mail
and Other Self Administered Questionnaires",in Rossi,
P.H., Wright, J., and Anderson, A. (Eds), Handbook of Survey Research
AcademicPress,Orlando.
Dimmock, K. (1999), "ManagementStyle

and CompetitiveStrategiesAmong Tourism
Firms in the Northern Rivers", Tourism Management,Vol. 20 No. 3, pp. 323-

339.
Dionne, S. D., Yammarino, F. J., Atwater, L. E. and Spangler, W. D. (2004),
"Transformational

leadership

and

team

performance",

Journal

of

Organizational Change Management, Vol. 17 Issue 2, pp. 177-193.

Dixit, A. (2002), "Incentives and organizationsin the public sector:an interpretative
review", Journal of Human Resources,Vol. 37 No.4, pp. 696-727.
Dixit, A. K. and Nalebuff, B.J. (1993), Thinking Strategically: The Competitive Edge in
Business Politics and Everyday Life, Norton Publishing, New York, NY.
Donaldson, L. (1996), For Positivist Organisation Theory, Sage Publication, London.
Douglas, J. D. (1970), Understanding Everyday Life, Aldine Publishing Ltd, Chicago.
Drucker, P. F. (2006), "Classic Drucker", A Harvard Business Review Book, Harvard

BusinessSchoolPublishingCorporation,Boston,USA.
Drucker, P. (1999),"What Information Do ExecutivesNeed?MasteringInformation
Management",TheFinancial Times,19April, p. 18.
Drucker, P.F. (1992), Management: Tasks, Responsibilities and Practices, Collins,
London.

Drucker, P. F. (1974),ManagementTasks,Responsibilities,Practices,Harper& Row,
New York.
Drucker, P. F. (1970), "Managingfor Results", Heinemann,London,UK.
Drucker, P. F. (1967)," TheEffectiveExecutive'; Harper,New York.
Dulewicz, V. and Higgs, M. (2005), "Assessing leadership styles and organizational
context". Journal of Managerial Psychology, Vol. 20 Issue 2, pp. 105-123.

Duncan,W. J. (1999),Management:Ideasand Actions, Oxford University Press.
Dvir, T., Eden, D., Avolio, B.J., Shamir, B. (2002), "Impact of transformational
leadershipon follower development and performance:a field experiment",
Academyof ManagementJournal, Vol. 45 No. 4, pp.735-44.
Dyson, R. G. and O'Brien, F. A. (1998),Strategic Development,JohnWiley and Sons,
New York.

280

Eisenbach,R., Watson, K.
and Pillai, R. (1999), "Transformationalleadershipin the
context of organizational change", Journal of Organizational Change
Management,Vol. 12 Issue2, pp. 80-89.
Emerson,R. M. (1962), "Power-Dependence
Relations",America SociologicalReview,
Vol. 1 No. 27, pp. 25-40.
Etzioni, A. (1964),A Modern Organisation,Prentice-Hall,New Jersey.
Evans, C.R. and Dion, K. L. (1991), "Group
cohesion and group performance: a metaanalysis", Small Group Research, Vol. 22 No. 2, pp. 175-86.

Fairbairn, U. (2005), "HR as
a strategic partner: Culture change as an American
ExpressCaseStudy", Human ResourceManagement,Vol. 44 No. 1,pp.79-84.
Farnham, D., Hondeghem, A., Horton, S. (2005), Staff Participation in Public
ManagementReform: SomeInternational Comparisons,PalgraveMacMillan,
New York.
Fayol, H. (1916), General and Industrial Management,Pitman, London.
Fiedler,F. E. (1967),A theory of leadershipeffectiveness,
McGraw Hill, New York.
Field, A. (2005),Discovering StatisticsUsing SPSS,SagePublications,London.
Ford, J.D. and Ford, L. W. (1994), "Logics of identity, contradiction,and attractionin
change",Academyof ManagementReview,Vol. 19 No. 4, pp. 756.
Gabris, G.T. and Simo,G. (1995), "Public sectormotivation as an independentvariable
affecting career decisions", Public Personnel Management,Vol. 24 No.1,
pp.33-51.
Gardner L. and Stough, C. (2002), "Examining the Relationship between Leadership
and Emotional

intelligence

in Senior Level Managers", Leadership &

Organization Development Journal, Vol. 23 Issue 2, pp. 42-50.
Gersick, C.J.G. (1994), "Pacing strategic change: the case of a new venture", Academy
of Management Journal, Vol. 37 No. 1, pp.9-15.
Gerson, K. and Horowitz, R. (2002), "Observation and Interviewing: Options and
Choices in Qualitative Research", in May, T. (Ed). Qualitative Research in
Action. London: Sage Publications, London.

Gerstner, C.R. and Day, D.V. (1997), "Meta-analytic review of leader-member
exchange theory: correlates and construct issues", Journal of Applied
Psychology,Vol. 82 No.6, pp.827-44.

281

Giacchino, S. and Kakabadse,A. (2003),"Successfulpolicy implementation:the route
to building self-confident government",International Reviewof Administrative
Sciences,Vol. 69 No. 2, pp. 139-160.
Giddens, A. (1978), Positivism and Sociology, HeinemannEducational Books Ltd,
London.
Gilbert, N. (1993),ResearchingSocial Life, SagePublicationsLtd, London.
Glickman, A. S., Zimmer, S., Montero, R.C., Guerette, P.J., Campbell, W. J., Morgan,
B. B. Jr, Salas, E. (1987), "The evolution of teamwork skills: an empirical
assessment with implications for training", Technical Report NTSC 87-016,
`iceof Naval Research, Arlington, VA.

Gluckman,M. (1964), ClosedSystemsand OpenMinds, Oliver and Boyol, London.
Goffee, R. and Jones, G. (2000), "Why should anyone be led by you?", Harvard
BusinessReview,September-October,
pp.63-70.
Goldman,D. (1996),Emotionalintelligence,Bloomsbury,London.
Goldsmith, A. (1995), Making ManagersMore Effective: Applications of Strategic
Management,Workingpaper No. 9, USAID March.
Goleman, D. (2000), Leadership that gets results, Harvard Business Review, Vol. 78
No. 2, pp. 78-90.
Gomez-Mejia, L. R. (1988), "The Role of Human Resources Strategy in Export
Performance: A Longitudinal Study", Strategic Management Journal, Vol. 9,
pp. 493-505.

Goodwin,. D. R. and Hodgett, R. A. (1991), "Strategic Planning in Medium Size
Companies",Australian Accountant,Vol. 61 No. 2, pp.71-83.
Gorton, K. and Dool, I. (1993), Low-Cost Marketing Research, John Wiley & Sons,
Chichester.

Graen, G.B. and Uhl-Bien, M. (1991), "The transformation of work group
professionals into self-managing and partially self-designing contributors:
toward a theory of leadership-making",Journal of ManagementSystems,Vol. 3
No.3, pp.33-48
Gullick, L. and Urwick, L. (Eds) (1954),Papersof the Scienceof Administration, (3`a
Ed), Institute of Public Administration,New York.
Gummeson,E. (1990), "Marketing organizationin servicesbusinesses:the role of the
(Eds), Managing
part-time marketer",in Teare,R, Moutinho, L., Morgan, N.
Marketing Servicesin the 1990s,CassellEducationalLtd, London,UK,
282

Guzzo, R. A. and Shea,G. P. (1992), "Group
performanceand inter-grouprelationsin
organizations", in Dunnette,M. and Hough, L. (Eds), Handbook of Industrial
and OrganizationalPsychology,McNally, Chicago,IL.
Hacker, M. E. and Washington,M. (2003), "Project Leadershipand Organisational
Change", in Proceedingsof the Institute of Industrial Engineers, 194 Annual
ConferenceProceedings2003, USA.
Hackman, J. R and Suttle, J. L. (1977), Improving Life at Work, Work Design Inc, IL
Hales, C. P. (1986), "What Do Managers Do? A Critical Review of the Evidence",
Journal of Management Studies, Vol. 23 No. 1, pp. 88-115.

Hambrick, D. C. and Mason, D. A. (1984), "Upper Echelons:The Organisationas a
Reflection of Its Top Executives",Academyof ManagementReview,Vol. 9 No.
2, pp. 193-206.
Handy, C. (1985), Understanding Organisations,Penguin Business Book, Penguin
Group.
Hanna, D. (1997), "The Organisationas an Open System", in Harris, A., Bennett,N.
and Prevy, M. (Eds.), Organisational Effectiveness and Improvement in
Education, OpenUniversity Press,Buckingham.
Hargie, 0., Dickson, D. and Tourish, D. (2004), CommunicationSkills for Effective
Management,PalgraveMacmillan, New York.
Hart, S. (1987), "The Use of Survey in Industrial Market Research",Journal of
Marketing Management,Vol. 3, No. 1, pp. 25-38.
Hersey, P. and Blanchard, K. H. (1998), Managementof organizational behaviour:
utilizing humanresources,PrenticeHall.
Herzberg, F. W., Mausner, B. and Snyderman, B. B. (1959), The Motivation to Work,
(2"d Ed), Chapman and Hall.

Herzberg,F. W. (1966),Work andthe Natureof Man, World Publishing,Cleveland.
", Harvard
Herzberg,F. W. (2003), "Onemore time: how do you motivate employees?
BusinessReview,Vol. 46 No. 1,pp.87-96.
Higgs, M.

J. (2003),

"Developments

in

leadership thinking",

Leadership &

Organization Development Journal, Vol. 24 No. 5, pp. 273-84.

Hitt, M. A. and Tyler, B. B. (1991), "Strategic Decision Models: IntegratingDifferent
Perspectives",StrategicManagementJournal, Vol. 12, pp. 327-351.

283

Hitt, M. A., Gimeno, J., and Hosskisson,R. E. (1998), "Current and FutureResearch
Methods in StrategicManagement",organizational ResearchMethods,Vol. 1,
pp. 6-44.
Hodgetts, K M. and Altman, S. (1981), History of ManagementThoughtIn Mali,
ManagementHandbook: OperatingGuidelines,Techniquesand Practices,John
Wiley, New York.
Hogan, R. (2002), "Leadership: what do we know?", presentationfor Leadership
DevelopmentCentre,Wellington.
Hollis, M. (1994), The Philosophy of Social Science: An Introduction, University

Press,Cambridge,UK.
Hurley, R. E. (1999), "Qualitative Researchand the Profound Graspof the Obvious",
Health ServicesResearch,Vol. 34 Issue5, Part2, pp. 1119-1136.
Huzynski, A. and Buchanan, D. (2007), Organizational Behaviour an Introductory
Text,PrenticeHall, London.
Johnson,G. and Scholes,K. (2007),Exploring CorporateStrategy:Textand Cases,
(3`dEd), PrenticeHall Publication,London.
Jordan, J. and Jones, P. (1997), Assessing Your Company's Knowledge Management

Style, Long RangePlanning, Vol. 30 No. 3, pp. 392-398.
Judd, C. M., Smith, E. L. and Kidder, L. H. (1991), ResearchMethods in Social
Relations,(6mEd), Holt Rinehartand Winston,Inc.
Judge, W. Q. Jr. and Zeithaml, C. P. (1992), "Institutional and Strategic Choice
Perspectives on Board Involvement in the Strategic Decision Process",

Academyof ManagementJournal, Vol. 35, pp. 766-794.
Kahai, S. S., Sosik, J. J., Avolio, B. J. (2000), "Effects of leadership style, anonymity
and rewards in an electronic meeting system environment", Working paper,

Centrefor LeadershipStudies,BinghamtonUniversity,
Kakabadse,A., Bank, J. and Vinnicombe, S. (2004), Workingin Organisations,Gower
Publishing Limited, Gower House, England

Kakabadse,A. K. and Kakabadse,N. K. (2001), TheGeopolitics of Governance:The
Impact of Contrasting Philosophies,PalgraveMacmillan, London.
Kakabadse,A. and Kakabadse,N. (2000), Critical View Outsourcing: A paradigm
8,
670.
shift, Journalof ManagementDevelopment,Vol. 19 No. pp.
Kakabadse,A. and Kakabadse,N. (1998),Essenceof Leadership,International

284

Kakabadse,A., Kakabadse,N.,
and Myers, A. (1996), Leadershipand the Public
Sector: An Internationally Comparative Benchmarking Analysis, Public
Administration and Development,Vol. 16 No. 4, pp. 377-396.
Kakabadse,A. (1991), The Wealth Creators: Top People, Top Teamsand Executive
BestPractice, Kogan Page,London.
Kakabadse,A. (1988), Working Organizations,Penguin,London.
Kakabadseý
A., Ludlow,1 andVmmoombe,
S.(1987),WoddngIn Ord,

Hainmi Snxrih,

Kakabadse, A. (1983), The Politics of Management, Gower, England.

Karami, A. (2007), Strategyformulation in entrepreneurialfirms, Ashgate,Aldershot,
UK,
Karami, A., Analoui, F. and Kakabadse,N. (2006),The CEOsCharacteristicsand their
StrategyDevelopmentin the UK SME Sector:An empirical study in the UK
SMEs Sector,Journal of ManagementDevelopment,Vol. 25 No. 3-4, pp. 316324.
Kassem,M. S. and Moursi, M. A. (1971), "ManagerialEffectiveness".TheAcademyof
ManagementJournal, Vol. 14,No. 3, pp. 381-388.
Katz, R.L. (1974), "Skills of an Effective Administrator", Harvard BusinessReview,
Vol. 52 (September-October),
pp. 90-102.
Kelloway, E. K., Barling, J. and Helleur, J. (2000), "Enhancing transformational
leadership: the role of training and feedback", Leadership & Organization
DevelopmentJournal, Vol. 21 No. 3, pp.145-9.
Kiggundu, M. (1998), Managing organizations in developing countries, Kumarian
Press, Texas.
Kirkpatrick, S. A. and Locke, E. A. (1996), "Direct and indirect effects of three core
charismatic leadership components on performance and attitudes", Journal of

Applied Psychology,Vol. 81 No. 1, pp. 36-51.
Klages, H. and Loeffler, E. (1996), "Public sector modernisation in Germany: recent
trends and emerging strategy", in Flynn, N. and Strehl, F. (Eds), Public Sector

Managementin Europe, Prentice-Hall,London,pp. 132-45.
Kohn, L. S. and Dipboye, R. L. (1998), "The Effects of Interview Structure on
Recruiting Outcomes",Journal of Applied Social Psychology,Vol. 28 No. 9,
pp. 821-843.

285

Koontz, H. and O'Donnell, C. (1976), Management:A Systemand Contingency
Analysis of Managerial Functions,McGraw-Hill.
Koontz, H, and Weihrich, H. (1990),Essential of Management,(5t' Ed), McGraw Hill
Book Co.
Kotter, J. P. (1995), "Leading Change:Why TransformationEfforts Fail", Harvard
BusinessReview,Vol. 73, pp. 58-67.
Kotter, J. P. (1990), "What Leaders Really Do, " Harvard Business Review, Vol. 68, pp.
103-112.
Kotter J. P. (1990), A force for change: how leadership differs from management, Free
Press, New York.

Kotter, J. P. (1982), TheLeadershipFactor, Macmillan.
Kouzes, J. and Posner, B. (1988), The Leadership Challenge, Jossey-Bass,San
Francisco,CA.
Krishnan, V. R. (2004), impact of transformationalleadershipon followers' influence
strategies,Leadership & Organization DevelopmentJournal, Vol. 25 Issue 1,
pp. 58-72.
Labbaf, H., Noorbakhsh, F., Cusworth, J. and Analoui, F. (1999), "Senior Manager's
Effectivenessand their Required Categoriesof Managerial Skills: the caseof
the steel industry in Iran" in Analoui, F. (Ed) Effective Human Resource
Development:A Challengefor DevelopingCountries,Ashgate.
Labbaf, H. and Analoui, F. (1996), "Management Development and Managerial
Effectiuveness: The Case of Senior Managers in the Steel Industry in Iran",
Discussion Paper, no. 63, December, Development Project Planning Centre,
University of Bradford. Bradford. UK.
Lane, F, (2000), New Public Management, New York.

Langer, J. (1999), "15 Myths of Qualitative Research:It's Conventional, but is it
Wisdom?", Marketing News,Vol. 33 Issue5, pp.13-14.
Lawler J. (2007), "Leadership in Social Work: A CaseOf CaveatEmtor?", British
Journal of Social Work;Vol. 37 Issue 1, pp. 123-141.
Lawrence,P. (1986), Invitation to Management,Basil Blackwell, Oxford.
Lawrence, P. and Lorsch, J. (1967), Organisation and Environment, Harvard
University Press,Cambridge,Mass.
Leavy, B. (1996),Key Processin Strategy,internationalThomsonBusinessPress,UK.

286

Leonidou, L. C., Katsikeas,C. S. and Piercy, N. F. (1998), "Identifying Managerial
Influences on Exporting: Past Researchand Future Directions", Journal of
International Marketing, Vol. 6 Issue2, pp. 74-102.
Lewis, S. (2001), "Restructuringworkplaceculture", ManagementReview,Vol. 16No.
1, pp. 21-29.
Lewis, P. S., Goodman,S. H. and Fandt, P. M. (2001),"Management:Challengesin
the 21' Century", (3rd Ed), South-WesternCollege Publishing, Thomson
Learning, US.
Likert, R. (1961),New Patternsof Management,McGrawhill, New York.
Loch, C., DeMeyer, A. and Pich, M. (2006), Managing the Unknown: A New Approach
to Managing High Uncertainty and Risk in Projects, John Wiley and Sons,
Hoboken, NJ.

Malhotra, N. K. (1999), Marketing Research: An Applied Orientation, (3rd ed),
PrenticeHall Inc, New Jersey.
Manolopoulos, D. (2008), "An evaluation of employeemotivation in the extended
public sectorin Greece",EmployeeRelations;Vol. 30 Issue1, pp. 63-85.
Margerison, C. J., Davies,R.V., and McCann, D. (1987), "High-Flying Management
Development",Training and DevelopmentJournal, February.
Marshal, C. (1985), "Approximate

Criteria of Trustworthiness and Goodness for

Qualitative Research", Quality and Quantity, Vol. 19, pp. 353-373.
Martinez, J. and Martineau, T. (2001), "Introducing Performance Management in
National Health Systems: Issues and Policy Implementation. " An IHSD Issues
Note.
Maslow, A. H. (1970), Motivation and Personality, (2d Ed), Harper & Row, New
York.
Maxim, P. S. (1999), Quantitative Research Methods in the Social Sciences, Oxford
University Press,New York.
May, T. (1997), Social Research: Issues, Methods and Process, (2°d Ed), Open
University Press, Buckingham, UK.

Mayo, E. (1945), The Social Problems of the Industrial Civilisation, Harvard
University Press.
McFarland, D. E. (1974), Management Principles and Practices, (4th Ed), Collier
Macmillan Publishes, London.

McGregor,D. (1960), TheHumanSide of Enterprise,McGraw-Hill, New York.
287

McNeill, P. (1990), ResearchMethods,Routledge,London.
Meyer, R. and Hammerschmid,G. (2006), "Public managementreform: an identity
project", Public Policy and Administration, Vol. 21 No. 1, pp. 99-115.

Miles, R, E. and Snow, C. C. (1994),"Organizations:New Conceptfor New Forms",
California ManagementReview,Vol. 28 No. 3, pp. 62-73.
Miles, R E. and Snow, C. C. (1978),Organisational Strategy,Structure and Process,
McGraw-Hill, New York.
Miller, D.C. (1991), Handbookof ResearchDesign and Social Measurement,(5`" Ed),
SAGA Publications, London.

Miller, E. and Rice, A. (1967), Systemof Organization and Environment,Harvard
University Press,Cambridge,Mass.
Miller, R. and Lessard,D. (2000), The Strategic Managementof Large Engineering
Projects, MIT Press,Cambridge,MA.
Mintzberg H. (1998), The Riseand Fall of Strategic Leadership,The FreePress,New
York.
Mintzberg, H., Quinn, J. B. and Ghoshal,S. (1995), TheStrategyProcess,(European
edition), Prentice Hall international, (UK) Ltd.

Mintzberg, H. (1980), The Nature of Managerial Work, Prentice-Hall, Englewood
Cliffs, NJ.
Mintzberg, H. (1975), "The Manager's Job: Folklore and Fact", Harvard Business
Review, July-August.

Mintzberg, H. (1973), TheNature of Managerial work HarperandRow, New York.
Mooney, J. D. and Reiley, A. C. (1947),Principle of Organisation,Harper and Bros,
New York.
Mullins,

L. (2005), Management and Organization Behaviour, (7th Ed), Pitman

Publishing.
Mullins, L. J. (1995), Management and Organisational Behaviour, (3d Ed), Pitman
Publishing, London.
Nachmias, C. F. and Nachmiss, D. (1996), Research Methods in Social Science, (4t'

Ed), Edward Arnold, London.
Newstrom, J.W. and Davis, K. (1993), OrganizationalBehaviour: Human Behaviour
at Work,McGraw Hill.
Norburn, D. and Birley, S. (1988), "The Top Management Team and Corporate

Performance",Strategic ManagementJournal, Vol. 9, pp. 225-237.
288

Northouse, P.G. (2001), Leadership: Theory and Practice, Sage Publications,
ThousandOaks,CA.
Osterloh, M., Frey, B., Frost, J. (2002), "The dynamics of motivation of new
organizationalforms", International Journal of Economicsand Business,Vol. 9
No. 1,pp.61-77.
Owen,H. (2000),In Searchof Leaders,JohnWiley, Chichester.
Page, C., Wilson, M., Meyer, D. and Inkson K. (2003), `"`It's the Situation I'm in": The
Importance of Managerial Context to Effectiveness", Journal of Management
Development, Vol. 22, No. 10, pp. 841-862.

Palmer, B., Walls, M., Burgess, Z., Stough, C. (2001), "Emotional intelligence and
effective leadership",Leadership & Organization DevelopmentJournal, Vol.
22 No. 1,pp.5-10.
Parson,H. M. (1974),"What Happenedat Hawthorne?". Science183, pp. 922-932
.
Pawar, B. S. and Eastman,K. K. (1997), "The nature and implications of contextual
influenceson transformationalleadership:a conceptualexamination",Academy
of ManagementReview,Vol. 22, pp. 80-109.
Perry, C. (1998), "Processesof a casestudy methodologyfor postgraduateresearchin
marketing",EuropeanJournal of Marketing,Vol. 32 No. 9/10, pp. 785-802.
Peters,T. J. and Waterman, R. H. (1982), In search of excellence:Lessonsfrom
America'sbest-run companies,Harpers& Row, New York.
Pfeffer, J. (1995), "Producing Sustainable Competitive Advantage Through the
Effective Management of People", Academy of Management Executive, Vol. 9
No. 1, pp. 55-72.

Pollitt, C. and Bouckaert, G. (2004), Public ManagementReform: A Comparative
Analysis,Oxford University Press,Oxford.
Popper,M. and Zakkai, E. (1994), "Transactional,Charismaticand Transformational
Leadership: Conditions Conducive to their Predominance2,Leadership and
OrganizationDevelopmentJournal, Vol. 15 No. 6, pp. 3-7.
Pounder J. S. (2003), "Employing Transformational Leadership to Enhance the Quality
of

Management

Development

Instruction",

Journal

of

Management

Development; Vol. 22, Issue 1.

Prasad, L. M. (1985), Principles and Practice of Management,Sultan and Sons
Publishers,New Dehli-110002.

289

Pugh,D. and Hickson, D. J. (1976),OrganisationalStructurein its Context:The Aston
Programme,Gower Publishing.
Quinn, R. and Rohrbaugh,J. (1983), "A

spatialmodel for effectivenesscriteria: toward

a competingvaluesapproachto organizationalanalysis",ManagementScience,
Vol. 29, pp. 363-377.
Quinn. R., Faerman,S., Thompson,M. and McGrath, M. (1996), Becominga Master
Manager: A Competency Framework, Wiley, New York

Rabey, G. P. (2003), "Motivation in response,Industrial and Commercial Training",
Vol. 33 Issue 1, pp. 26-28.
Reddin,W. J. (1970), Managerial Effectiveness,McGraw-Hill, New York.
Reddin,W. J. (1971), EffectiveMBO, McGraw-Hill, New York.
Remenyi, D., Williams, B., Money, A. and Swartz, E. (1998), Doing Researchin
Business and Management:An Introduction to Process and Method, Sage
Publications,London.
Robins, S. P. (2001), Organizational Behaviour, Prentice Hall.

Robbins,S. R. (2005),Essentialsof OrganizationalBehaviour,PearsonPrenticeHall.
Robbins, S. R, Millet, B., Cacioppe,R. and Waters-Marsh,T. (2001), Organizational
Behaviour, (3rdEd), PrenticeHall, Sydney.
Robbins, S. P. (1997),Managing Today!,Simonand SchusterCompany,New Jersey.
Robinson, H. S., Carrillo, P. M., Anumba, C. J. and A1-Ghassani,A. M. (2005),
"Knowledge management practices in large construction organisations",
Engineering, Constructionand Architectural Management,Vol. 12 No. 5, pp.
431-445.
Robson, C. (1997), Real World Research: A Resource for Social Scientists and

Practitioner-Researcher,Blackwell, Oxford.
Roethlisberger,F. and Dickson, W. (1939), Managementand the Worker, Harvard
University Press,Cambridge,Mass.
Root, M. (1996), Philosophy of Social Science, Blackwell Publishers Inc, Oxford.
Rose, M. (1978), Industrial Behaviour, Penguin, Harnrand Sworth.

Rosenau,M. Jr., (1992), SuccessfulProject Management,Van Nostrand Reinhold,
New York.
Roux, E. (1987), "Managers' Attitudes Toward Risk Among Determinants of Export
Entry of Small- and Medium-sized Firms", in Managing Export Entry and

290

Expansion, in Rosson,P. J. and Reid, S. D. (Eds), PraegerPublishers,U.S.A,
pp. 95-110.
Roy, H. M. and Dugal, S. S. (1999), "The Effect of TechnologicalEnvironmentand
Competitive Strategy on Licensing Decisions", American Business Review,
Vol. 17 No. 2, pp. 112-118.
Salaman,G. (1992),Human ResourceStrategies,SagePublishing,London.
Sarros, J. C., Cooper, B. K. and Hartican, A. M. (2006), "Leadership and Character",
Leadership & Organization Development Journal, Vol. 27 No. 8, pp. 682-699.
Sarros, J. C. and Santora, J. S. (2001), "The

Transformational-Transactional

Leadership Model In Practice", Leadership & Organization Development
Journal, Vol. 22 Issue8, pp. 67-72.
Sastry, M. A. (1997), "Problems and paradoxes in a model of punctuated
organizationalchange",Administrative ScienceQuarterly, Vol. 42 No. 2, pp.
237-75.
Satow, T. (1992), "Trends in Human Resource Management among Japanese
Corporations",Proceedingsof SociologyDepartmentof KagoshimaEconomics
University,Vol. 11No.2, pp. 58-68.
Sayer, A. (1992), Methods in Social Science: A Realistic Approach, (2nd Ed),
Routledge,London.
Schlegelmilch, B. B. and Ross, A. G. (1987), "The Influence of Managerial
Characteristics on Different Measures of Export Success", Journal of
Marketing Management,Vol. 3 No. 2, pp. 145-58.
Schriesheim, C. A., Castro, S. L., Cogliser, C. C. (1999), "Leader-member exchange
(LMX) research: a comprehensive review of theory, measurement, and dataanalytic practices", Leadership Quarterly, Vol. 10 No. 1, pp. 63-113.

Schuler,R. (1992), "Strategic Human ResourceManagement:Linking the Peoplewith
the Strategic Needs of the Business", Organisational Dynamics, Summer,
pp.18-31.
Selden, G. and Watkins, K. (2001), "Learning organizations: what impact do they
Vol. 25
really make?", Troy State University Business and Economics Review,
No. 2, pp. 8-12.
Selden, S. C. and Brewer, G. A. (2000), "Work motivation in the senior executive
Journal of Public
service: testing the high performance cycle theory",
Administration Research and Theory, Vol. 10 No. 3, pp. 531-50.
291

Senge,P. (1990), The Fifth discipline: The art andpractice of learning organization,
DoubledayCurrency,New York.
Senge,R., Kleiner, A., Roberts,C., Ross,R., Roth, G., Smith, B. (2000), TheDanceof
Change,Nicholas Brealey, New York, NY.
Shamir,B. and Howell, J.M. (1999), "Organizationaland contextualinfluenceson the
emergenceand effectivenessof charismaticleadership",LeadershipQuarterly,
Vol. 10 No. 2, pp. 257-83.
Silverman,D. (1970), Thetheory of Organisations:A sociologicalapproach,London.
Silverman, D. (1998), "Qualitative and Quantitative", in Jenks, C. (ed), Core
SociologicalDichotomies,SagePublication,London.
Sims, H. P. and Manz, S. (1996), Campingof Heroes,John Wiley and SonsInc, New
York.
Singleton, R. Jr., Straits, B. C., Straits, M. M., and McAllister, R. J. (1988),
Approachesto Social Research,Oxford University Press,Oxford.
Smith, M. J. (1998), Social Science in Question, Sage Publications, London.
Stewart, G. L. and Manz, C. C. (1999), Team Work and Dynamics, Wiley, London.
Stewart, R. (1982), Choicesfor the Managerial work, McGraw-Hill.
Stewart, R. (1991), Managing Today and Tomorrow, McMillan, London.

Stoner,J. A. F., Freeman,R. E. and Gilbert, D. R. (1995),Management,Prentice-Hall
InternationalLimited, London.
Storey,J. (2004), Leadership in Organizations:Current issuesand trends,Routledge,
London.
Stout, R. J., Salas, E., Fowlkes, J. E. (1997), "Enhancing teamwork in complex
environments through team training", Journal of Group Psychotherapy,
Psychodramaand Sociometry,Vol. 49 No. 4, pp. 163-87.
Sundstrom,E., DeMeuse, K. P., Futrell, D. (1990), "Work teams:applications and
effectiveness",American Psychologist,Vol. 45 pp.120-33.
Svensson, G. and Wood, G. (2005), "The serendipity of leadership effectiveness in
management and business practices", Management Decision, Vol. 43
Issue 7/8, pp. 150-162.

Tannenbaum,R. and Schmidt, W. H. (1973), "How to choosea leadershippattern",
Harvard BusinessReview,Vol. 36 No. 2, pp. 95-102.
Taylor, F.W. (1947),Scientific Management,Harperand Row, New York.

292

Terry, G. R. and Franklin, S. G. (1982),Principles of Management(8thEd), Irwin Inc.,
Illinois.
Terry, M. (1977), "The Inevitable Growth of Informality", British Journal of Industrial
Relations, Vol. 15Js t 1,Afardt
Tetenbaum,

T.

J.

(1998),

Organizational L)y ý

"Shifting

Paradigms:

From

Newton

to

Chaos",

ics, Spring, p. 21-32.

Thomas, A. B. (1993), Controversies in Management, Rutledge, New York, NY.
Thompson, J. (1995), Strategy in Action, L Chapman & Hall, London.

Trist, E. L. (1963), OrganisationalChoice,TavistockPublications.
Van Maanen,J. (1983), QualitativeMethodology,SagePublication,London.
Vandenabeelen,W., Scheepers,S., Hondeghem,A. (2006), "Public servicemotivation
in an international perspective:The UK and Germany",Public Policy and
Administration, Vol. 21 No. 1,pp. 13-31.
Vandeven,A. H. (1999), "The Buzzing,Blooming, ConfusingWorld of Organizations
and ManagementTheory". Journal of ManagementInquiry, Vol. 8 No. 2, pp.
118-125.
Von Bertalanffy, L. (1950), "The Theory of Open Systemsin Physicsand Biology"
Science111, pp. 23-29.
Wang, Z. M. and Satow, T. (1994), "Leadership styles and organizational effectiveness
in Chinese-Japanesejoint venture", Journal of Managerial Psychology, Vol. 9
Issue 4, pp. 31-39.

Wang, Z. M. and Satow, T. (1994), "The Patternsof Human ResourceManagement:
Joint Ventures and Two Casesof Wholly
Eight Casesof Chinese-Japanese
Japanese
Ventures",journal of Managerial Psychology,Vol. 9 No.4, pp.12-21.
Waring, S. (2001),The Right Decision,Australian CPA, Vol. 71 No. 8, pp. 81- 89.
Weick, K. E. (1995),SenseMaking in Organizations,Sage,London.
Wheelen, T. L. and Hunger, J. D. (1998), Strategic Management and Business Policy,
(6th Ed), Addision-Wesley Publication, New York.

Wiersema,M. F. and Bantel, K. A (1992), "Top ManagementTeamDemographyand
Corporate StrategicChange",Academyof ManagementJournal, Vol. 35, pp.
91-121.
Willcocks, S. G. (1992a), "Managerial effectiveness and the public sector",
International Journal of Public SectorManagement,Vol. 5 No. 5, pp. 4-10.

293

Wilicocks, S. G. (1992b), "Adopting a Multi-perspective Approach to the Study of
Public Sector Managerial effectiveness",The International Journal of Public
SectorManagement,Vol. 15,No. 4, pp. 262-280.
Wilson, E. J. (1995), "ResearchDesign Effects on the Reliability of Rating Scalesin
Marketing:

An Update on Churchill and Peter", Advances in Customer

Research,Vol. 22, pp. 360-65.
Woodward, J. (1965), Industrial Organisation, Oxford University Press, Oxford.
Wren, D. A. (1979), The Evolution of Management Thought, (2°d Ed), Wiley, New

York.
Yin, R. K. (2003), CaseStudyResearch,(2"dEd), Sage,ThousandOaks,CA.
Yin, R. K. (2002), Case Study Research, Design and Methods, (3"d Ed), Sage
Publications,Newbury Park.
Yin, R. K. (1994), Case Study Research:Design and Methods, Sage Publications,
ThousandOaks,CA,
Yukl, G., Falbe, C. M., and Youn, J. Y. (1993), "Patterns of influence behaviour for
managers", Group and Organization Management, Vol. 18 No. 1, pp. 5-28.
Zaccaro, S. J., Rittman, A. L. & Marks, M. A. (2001), "Team Leadership", The

LeadershipQuarterly, Vol. 12,pp. 451-483.
Zikmund, W. G. (1991), Business Research Methods, Dryden Press, Orlando.

294

APPENDIX: RESEARCHQUESTIONNAIRE

This survey aims to explore the perception and development of the senior
managementregardinga) the parametersof their effectiveness,and b) their leadership
behaviour, role and style in managing large-scale projects in Muscat. The
questionnaire will take approximately 15 minutes to complete.

SECTION A:

DEMOGRAPHIC PROFILE

Pleaseindicate your job title:
Gender:

Male

female

Q

Pleaseindicateyour agecategory:
Q

Lessthan 30 Q 30-39

f) 50 and above Q

40-49

Pleaseindicateyour total yearsof servicein MuscatMunicipality:
2-5

u

Q 10-15

Q

Lessthan 2Q
5-10
15-20

20 and above

Pleaseindicateyour total yearsof servicein public sectorasthe whole:
295

Less than 2 IQ 2-5
5-10

Q 10-15

15-20

ci

20 andabove

Pleaseindicatethe highestlevel of your education:
Middle-school certificate Q

High-school certificate

Q

Bachelor degree

Q

Master degree

Q

MBA

Q

Doctoral degree

Q

Other (please specify)

Q

.............................................

Do you havea professionalqualification? Yes

SECTION B:

aQ

SENIOR MANAGEMENT/LEADERSHIP EFFECTIVENESSAND

PERCEPTION
Do you see yourself as one of the key individuals in the management of large scale
programmes? Yes

No Q

DoC know

Q

Pleasename(up to four) major projectsyou havebeenassociatedwith and/orleading
in the last five years (Pleasetick):
Project names:

Associated

Involved

Both
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in/leading

with
a.

Q

Q

Q

b.

Q

Q

Q

c.

Q

Q

Q

d.

Q

Q

Q

How would you describean effectiveleader/manager?
(pleaserank your top THREE)
A good motivator

Q

Allocate resourcesefficiently

Ability to supervise/lead
Inspire people to perform beyond their [J
contractualresponsibilities

Making people work to their contract

Q

Meet deadlines

Q

Perform tasks satisfactorily

Q

Responsible, conscientious and focused

Q

Solve problems

Q

Teamwork/participation

Q

Other (please specify)

Q

......................................................

In your opinion, a seniormanager/leader
should:
havethe right personality,appearance
and attitude

Yes(

No Q

Don't know Q

be caring,inspirational,visionary and ethical

YesU

No U

Don't know U

take risks and createopportunities

Yes(

No Q

Don't know U

No Q

Don't know Q

be able to adopt a leadershipstyle suitablefor dealing YesO
with hostile and ever changing environment
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motivate knowledge workers and develop learning YesQ

No 0

Don't know Q

organization

What managerialskills are essentialfor ensuring your effectiveness?(pleasetick as
many as apply)
Managing people (e. g. leadership,
Q

Managing tasks (e.g. finance, IT,
Q

motivation, communication)

information, strategic planning)

Analytical and careerdevelopment
skills

(e.g.

decision making,

Other (pleasespecify)

problemsolving, careerplanning)

What motivates you towards your managerial/leadership
effectiveness?(pleaserank
your top THREE)
Achieving set goals/targets

U

Achievement

U

Good teamwork

U

Job satisfaction

Q

Promotion

U

Recognition from superiors

Q

Remuneration

Rewardfor hard work

U

Training/self-development

other (pleasespecify)

Q
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What do you believeto be the criteria for effectivenessin your organisationespecially
in relation to management/leadership
of large scale programmes? (pleasetick as
many as apply)
Being competitive

Compliancewith rulesand regulations

Increasedproductivity

Q

Meetingtargets

Planningabilities

Q

Self-motivation

Time management

Q

Other (pleasespecify)

What rep
vents you from being effective in your company?(pleasetick as many as
apply)
Inappropriate training

Q

Ineffective

leadership

of

the Q

organization

Lack of communication

Q

Lack of relevant task skills and Q

Lack of relevantpeopleskills

Q

Lack of motivation

Q

competences
Lack of resources

Q

Lack of teamwork

Q

Shortageof appropriatestaff

Q

Unrealistictargets

Q

Other (pleasespecify)

Q

..........................................
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Which of the following choices do you believe would improve senior management
effectiveness?(pleasetick as many asapply)
Achievabletargets

Q

Appropriatemotivation

U

Appropriatestaff

U

Being able to setmy own targets

Q

Effective communication

U

Teamwork

Q

Other (pleasespecify)

U

Careersuccessionplan
Necessaryresources

Q

Training & development Q

What is your view on the following statements?
Do you believethat your effectivenessis influencedby YesI No Q Don't knowQ
the overall effectivenessof your organization?
Is your effectivenessinfluenced by the degreeof intra- YesQ No U Don't know Q
connection with

other

departments in

your

organization?
Is your effectiveness influenced by the company's
degree

of

connection

with

other

YesQ No Q Don't know U

organizations

nationally and internationally?

Do you believethat your effectivenessis influencedby YesQ No (j Don't knowQ
your

relationship with

others

outside

your

organization?
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SECTION C: CONTEXTUAL INFLUENCES AND LEADERSHIP STYLES

1. Which one of the following contexts influences your effectivenessthe most?
(Pleaserank from 1-3 in orderof importanceto you (1 being the most and 3 beingthe
least important).
Personal circumstances such as skills, competences,experience,Q
family etc
The organisational circumstancessuch as structure, culture, overall [J
managementand leadership.
The socio-economic,cultural and political circumstancesin which my
organisationand I operate.

How would you describe your own managerial/leadershipstyle(s)? Pleaseusethe
following Scale:
Little

So-So

Very

12345
I demandcompliancefrom employeesand drive to achievewith f
self-control
I believe in mobilising people. I have self-confidenceand am aQ
changecatalyst
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I believe in creating harmony. I haveempathyand communicateQ
well
I believe in forging consensus, collaboration and team building

Q

I set high standards, initiate drive to achieve objectives

Q

I believe in developing people. I am self-aware and have Q
empathy

In your position, how would you describe an effective leader? Please use the
following Scale:
Little

So-So

Very

12345
An effective leader maintains a relationship with employees in teens of
trade, negotiation, bargaining based on their contract (employment
agreement)

An effective leader is charismatic, inspire and motivate others to
perform beyondtheir
employmentcontract.
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In your opinion, how would your organisationdescribean effective leader?Pleaseuse
the following Scale:
Little

So-So

Very

12345
An effective leader should maintain a relationship with employeesin
terms of trade,

negotiation, bargaining based on their contract

(employmentagreement)
An effective leaderought to be charismatic,inspire and motivate others
to perform beyondtheir employmentcontract.

In my opinion the effectiveness of the leaders evolves around; please use the
following Scale:
Little

So-So

Very

12345
Their responsiveness to the situations and crisis

Q

The way they approach their work statistically

Q

Their planning and proactive measured responseto situations

Q

Developing their sub-ordinates to create their own successors

Q

Their degree of competitiveness

Q

The way they relate to people and empowering them to give their best
to programmes and projects
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The way rules and proceduresare used to ensure people fulfil the
Q
contractualobligations
The freedomto managetheir own work
To work as a part of an effectiveteam

Q

The way they emotionally relate to client (colleaguesand public) with
or for whom they work

SECTION D: FEEDEBACK
1. Would you like to know the findings of the survey?

Yes 0

No Q

2. Would you be available to participate in the next stage of this research,for
example,an intervgw?

19

No

If yes to either of the above,pleasecompleteyour detailsbelow:
Your

nametcompany

name

and

address...............................................................

Tel.:

..............................................

Email:
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Thank you very much for your contribution
Pleasereturnthis form to Director of Training and Development.
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