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Abstract
Aralvsis of nearty 2,000 management £ vints described by manager: from
largs public, private, and paracstatal organizations in seven African countries
showed that just over half of these activities were directed toward
developmental goals of the countries in which they were working, and only
a little over nalf of those had positive outcomes. When these development-
related activities were coded according W twenty different subgoals, it
became clear that the largest number of successes were achieved when
managers were attempting to strengthen ihe organizations internally; only a
small proportion were directed at the public itself o were intended to affect
the behavior or work of citizens at large. Within the internally-directed
subgoals, managers wers found to be most effective in improving the
capabilities of their steff, it improving the in‘ormational base on which their
own decisions were mads, of in imposing tighter organizational structire or
division of work within their organizations They were leas! effective in
ctimulaung pablic resonses to developmental objectives, changing the
functizas of charter of their own organizations, discovering new or more
promising approaches W development, of upgrading the phveical facililies of
equipment asociated with their functions. They had more success In
introducing new enterprises than in changing or impreving old ones, and in
developing local capzbilities or generaling new resources from forcgn
donors thas in changing the work habits and performatice of their own
cubordinates These characteristics were found 1 similar proportions in
large organizations of all kinds, whether public or private, there was no
evidence that the activities of managers in public enterprises were directed
more toward deveropmental sub-goals than tiose in public agencies.. These
findinTe hold true, with minor variations, for all seven of the countries and
for all ranks or levels of managerial responsibility.
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HOW AFRICAN MANAGERS SERVE DEVELOPMENTAL GCALS

by
John D. Montgomery
Harvard University

Studonts of government are more likely than the average citizea to bolieve that
buresucrats serve nationel goals, but they have rarely attempted to document their
ac-usl contributions or to meansure the salience of such efforis in comparison with
other manaagerial functions. This parer addresses both quesiions, drawing on
experiences with developmental goals in southern Africe. The procedure followed will
be first to idertily a series of potential sub-goals that managers might serve in the
context of 8 developing countery, and second to present s frequency couat of activities
directed toward such gosls and to contrast those effosts with the total partfolio of
reported administeative sunctiogs. Then it wil offer some preliminary observations on
the generalizability of thesz findings by comparing erperiences ncross couatries,
distinguish between goal-serving functions of managers in the public and private
se-tors and ot different levels of responsibility, aad present some observations about
the kinds of managerial skills that ars required to serve mejor developmental purposes,
in contrast to other national gosls and geners! administrative activities.

A unigue data bese makes this analysis possible. I the summor of 1984, nine
couniries in Southera Africe (Angols, Botswans, Lesotho, Malawi, Mozambique,
Swazilsad, Tanzania, Zambia, and Zimbsbwe, cooperaling ase group koown 83 the
Southern Africe Development Coordinating Confereace of SADOC) authorized £ 2udy of
management Lraining needs, covering notoaly the public aad private seciors but aiso
that atermediate hybrid Xnowvn varionsly as pacastatals, public enterpriecs, or public
corpﬂm.ions.' As one meaas of identifying the skills needed ia the region, the etudy

gathered reports of management events thnt displayed either "effective” or
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“ineffeclive” behavier on the part of sdministrators. There were 1,868 incidents in the

sample (the eppendix gives more delails aboul the methodology employed).
DEVELOPMENTAL GOALS THAT MANAGERS CAN SERVE

Politicians and constitutions define nationa! goals in grandiose terxs that are
nol egsily Lranslated into managerial functions: providing for the common defense,
insuring domestic Lranquility, uplifiing the national spirit, or even eliminating the
scourge of poverty. Programs ere intrcduced and organizations installcd in the ngme
of such purposes, but the managers emplaced bo run them tend to think in more
operations! terms. They have Lo engage in activities that are instrumental to those
ultimate purposes; they have Lo live with the rhetoric ministers of siate use as to justify
their organizationsl existence employs similar ryperbole, but they do nct derive much
guidance from such lar guage in their daily operations. They set their sights st more
modest levels. Those are the levels at which this analysis begins.

Tweaty such goals, easily recognizable as iastrumental to the grand develop-
mental purposes beloved of politicians and statesmen, describe a substantial portion of
managerial activity in developing countries.! These subgoals, together with examples
of activities undertaken on their behalf reported in this survey, are as follows:

1. influencing development strategies or emphases of specific investment
decisions: "/ produced 8 report on the brain drain Which vas used by the
governmen! 8s 2 basis for the position it took in devising inceniives for

the "Return of Talent to Africa” progrem. “(incident number 1608)

1This list of national goals is derived from aa empirical study of manasgerisl functions
in Asis, adapted slightly to relate them to national as well as organizationsl or internsl
purposes. American Institutes for Research, Assessing the Impsct of Participant
Training on the Attsioment of Developmaonisl Gosls, Phess 1.

Methodological Research (Washingion: March 1974)..
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2. introducing & pew egricuitural, indusirial, or commercial enterprise in the

COVRLLY: "1 SUCCESSIUILY Regolist:d tae estsblishment sod coasiruction of
2 textile pleot. “(1769)

3. developing 4 local cepability for an ectivity formerly dzpendent on external
resources: “Fe had o probdlem ip getiing the vaccioe required for
prevealing foot snd nouth discase. A colieague decided that we ought so
mate the vaccine ourselves and we gre pow totally self-sufficient. “(2013)

4. discovering & solution or 8 more promising approach 1o 8 significens
development probleta: "o the face of our drought sitystion, people from the
Deperiment of Feter Affsirs and Fster Utitities sad ovr Ministry brovght
their skills together to conduct 8 survey and determine the guslity, yield,
8nd cost of conpections in & reservoir. "(2110)

3. stimulaling more widespread adoption of a preferred practice or ather
desired public response. "One of my assisiants did ga excelleal job of
lecturing commuaity developmeat workers on fa3mily planning. “(1374)(?)

6. introducing a new service or program: “¥e Aad & project to esiadlish a
manviacturiag vait for tools to be used in the mining indusiry. Fe
regisiered with 8 forcign goverameant for import of iechnical and
ficancisl resources. Our negolistions were successful. “(1761)

7. raising standards of products or services provided: “Fhen plots of lsad
were being slloited, there was & big rush of people in our office.
Antlicipating this prodlem, iy colleague designed 8 system for serving
them in 80 efficient 8nd orderly fasbion. "(2192)

8. changing rules or procedures to be more responsive to the needs of the
clienls: “One of our younger svbmasnagers vnraveled some red lape st

customs osd speeded up the relesse of goods from Lhe warebouse. “(39)
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9. avoiding disruption of service by timely action, despite difficulties or risk:

“"A few days 8go, the roasting tiln burper gave serious problens during 8
aight Ishift. The foremsn in chsrge. Withoul c8lling the superiaten-
dent/manager, identified the problem, 8nd got che fires going 85310 in
four bhours. " (1084 ).

10. securing 8 material advantage or resource by aegotistion: ‘A collesgve
was asked by the secretary to intervene on bessll oS s compsny which
peedad some foreign exchange to import re¥w malerisls (o order ko produce
for export. Fith this order, the compsny Vas going to employ an
gdditional 6,000 people. The minisiry of finsnce disspproved the request.
My collesgue fough! the decision successfully sfler presepiing an
snalysis of the case. . (1226)

11. improving or expanding dissemination programs or techniques: “The
hesd of one of my divisions did 80 ouisiznding job in explaining the
Fater Resources Act to villsage users, convincing them it was s protzciion
of natursl resources for them to exercise conservation practices. “(20)

12. expanding &n it.stitution's eutherity, status, or charter: “The Deputy
Permenent Secretary, Ministry of Education, bas been able to mobilize
support and pariicipstion of il extension education depsriments in the
National Literscy Progrem which is, in fact, the responsibility ol'the
Deplariment of Non-forma! Education. As s resull, al// the extession
departmenis began to regard this as one of their own activities. “(2076)

13. developing more effective working relationships 7ith local sgencies or
sources of external aid: “TAe Germans gave 8 Land Rover to one of our minfs-
tries, sod in return the permanent secretary sgreed to build & roadto one

of their instaliations. “(31)
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14. introducing or expanding thae use of analytic, data-bssed management aids:

“TWo weeks 850, in an exchspnge of minuies with my director of
meosgemenl services regerding grading of positicns ie the Xinistiy of
Education, I was impressed by his well-researched report, vAich iadeed
chsnged my opinion... Lster I used it as 8 model for r1y subordingles. " (9)

15. intreducing cost- of lite-saving mescures of ideas: A lelex saonova cing
the impencing &rrival of 8 ship carrying soms r8rgo for us vas recesved.
A collesgue of raine iook the initistive of sending she customs
declorations for the relzase 0.°the goods without wailing 'o recefve the
orders of the director and thus ssved denurrege charges. "(133)

16. imposing tighter structure or controls on siaff or vendor performance:
"Vesterdsy ! was plessed thel my depuly had found & way Lo get people to
arrive on time Withou! iasuliing or abusing them. He called a meeting to

discuss reesons for lack of puactuality, and let them work out ways of
desling with the problems. "(97)

17. improving the aliocation or orgenization of responsibilities and functions:
“After we figured out 8 Way of delegaling responsibility, our division
chiels were able to relesse funds more quickly then they bad before.”
(7¢)

18. upgrading the caliber, capabilities, or morale of the staff: “da accidens
involving two lorries outside 8 plant aliracted the atien ton of 8 seaior
menager. This was a sitvation thel reguired 8 mansgemesnl approech be
Aad learned 8r 8 Lrainiag course, sad be bsadled the matier successivily.”
(1103)

19. upgrading paysicel faciiities or equipment: Ay subordinste desigaed,
insislled and commissioned & boiler fow-waier cut-oul sysiem s 8 safety

device for the boiler operator.” (1177)
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20. improving record-keeping or information retrieval systems: One of oy

colleagues redssigned some forms to suil the needs of our olfiice. “(431)

These activities do not in themselves serve major developmental purposes: fos'
the most part, they ace intermediste and inter-sectoral rather thon directly productive.
They are proximate, in the sense that they are necessary steps to the aceomplishment
of larger goals. They are probably representative, since they take place in one form
or another in nearly all large public organizations. Becsuse they so ofien relate to
matters of internal organization, their reach toward the public is ol always
immediately obvious. They are seen by management for the most part as internal,
though developmental goals are their objective.

DEVELOPMENTAL GOAL-SERVING ACTIVITIES OF AFRICAN MANAGERS

Not all manegerial activities serve developmental goals, o be sure, even in this
broad interpretation, in which all positive impacis are interpreted as intermedisate
stages toward such ends. In fact, 832 reported evealts - 44 5% of the total number - could
not be coded s having s developmental impact. Most of those uncodable events hed to
do with interpersonal relationships and routine items that seemed to have no special .
relevance (o a national or organizational purpose. Most of the managers sudied in the
survey were, of course, generalists with relstivety little seniority in their preseat
positions (reflecting the African tradition of rolating personnel among jobs and
seclors Lo sdvance their career prospects, as contrasted with traditions ia other
countries where job performance is rated in terms of its contributions to sectoral of
technicel ends.)? There is, of course, no way of knowing whether & more techaically

arientad civil service would be less inward-looking and more éevelopmental, since we

2American public administration speciglists have tended in the past o prefer di{Terent
career patterns, based on technicel knowledge and taking sdvaatage of specislization
as 8 means of introducing expertise into the civil service. See, for example, Jokn D.
Montgomery and Milton ] Esman, Development Administration in Ma/aysis
(Euala Lumpur, Government of Malaysis, 1966). The recent emergence of the Federal
Executive Service ot the top of the scale in the United States indicates o slight turning
toward the British tradition. See Alan K Campbeil, “Civil Service Reform as & Remedy
for Buresucratic Ilis " in Carol H. Weiss and Allen H. Barton, Mating Buresucracies

Fort (Beverly Hills, Calif , Sage, 1979, chapter 10) for a discussion of this development.
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have no comparative data at hand to measure such differences. Some organization

theorisis who believe in maximizing functionnl specialization justify their preferences
with the notion that techaicians scorn such buresucralic maneuvering. These data
show the extent such activities pervade the life of managers who are not so specialized,
but the rest of the case is still o be made.

Manegers may direct their activilies to national goals but still not advance them
very 1auch. The coding of these events takes account of their impact or outcome as well
as their intent or objective. A fair proporiion cf the events that were coded as goal-
serving were described in the original re, orts themseives as failures (ic., not
achieving the intended result). Thusthe aumber of instances in which managers
actually did advance the national goal of development, even indirectly, is onty sbout a
third of the total. wabor ¥\, ewefs .

The frequency dist.ribuz;mn of events across the national sub-goals listed above
re-emphasizes the inward-looking character of managerial behavior. AsTable I shows,
most of the effort reported in these incidents had to do with upgrading Staff capa-
bilities, introducing improved management tools, imposing greater discipline within
a0 organization, and improving organizational structures. It should come as no
surprise to studeats of comparative politics thal Systems maintenance is an imporiant
funcuon in large organizations, but the proportions disclosed in these eveats is none
the less somewhat disturhing. Activities addressed to the external environment,
including citizen-clients, were not very frequentiy on the agends of action, even when
essentialiy manngerisl features were included in the count, like streamlining services
or negotisting for additional resources, or bending rules ia order to get something
done. Special studies of client-relnted behavior would provide additional insights into
edministrative styles that are raost suited Lo developmental goals.

Table I also gives some clue s to which managerial activities are most likely to

be successful. It is significant that positive and negative results are only adout equs/
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even for fairly routine efforts like introducing time-saving measy.es, developing

better relationships with local uzits and aid-givers, or influencing investment
decisions. Mansgers Asve & less than e¢ven chance of bringing about such results
as changing rules and procedures in special cases, or imposing tighter controls on the
behavior of members of an orgrnization, or evep improving record keeping sad re-
trieval systems. They succeeded more oftenthen not, howsever, in introducing or
expanding the use of dats in management decisions, supporting aew enlerprises,
upgrading the capabilities of their staffs, developing local capabilities, avoiding
disruption of service by anticipating possible disaster, conducting negotiations o gain
& national or organizational advantage, snd improving public dissemination
techniques.

Theze facts suggest that governments might well consider the exteat to which
substitutes for bureaucratic instrumests could be devised to serve intermediate goais
that are not being effectively achieved by existing managerial structures. Such non-
buresucratic procedures might include establishing new “rule-busting” procedures
through the use of ombudsmen, for example; or introducing political or other
monitoring devices to deal with excessively loose structures or ineffective
performance; or providing external iudges in the direction of improved organization;
or even entering into contracts for record-keeping and retrieval functions.

These findings are drawa {rom the massed data including experiences from all
seven countries from which significant samples were obtsined.® But the country-by-
country breskdown shows that the generalizations hold true even in such disparste
situations as socislist Tanzania and cepitalist Botswans, and in huge Zimbabwe acd
miniscule Lesotho. Table 11 provides the details: the first-ranking subgoal in terms of

frequency tabulation was staff improvement, which ranked first or second in all

3Ths number of inciden;;;.hered in Angola and Mozambique was insufficient to be
disaggregated for the couutry studies.
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countries except Malswi (for which the data base is too slender to disaggregate signi-

ficantly). The second-ranked purpose, introducing dais-driven mansgement decisions,
glso renked first or second in those countries. Not until one reaches the third-placed
subgoa! (tighter structure) is there much country differentiation (that was not &n
important item on the managerial agends in Lesotho, Malawi, Swaziland, Tanzania, or
Zambis). The events showed & merkedly greater proportion of events related to
development in Tanzania than in Botswans, for example; more interest in treining in
Zimbabwe than in Swaziland: and more inclination to tighten up managerial controls
in Lesotho and Botswane than in Malawi. Such comparisons may secm only to confirm
anecdotal or general impressions, but they might convey & useful messege to top
manggers in those countries.

Table 111 ensbles us to distinguish between public and private seclor activities
in terms of their goal-serving efforts. Most of the incidents came from goverament
organizations, but there were enough cases drawn from the private sector to permit
some generalizations, and even hybrid parastatal organizations like public enterprises
were represented in the sample. Once again, the managerial efforts in these thiee
Linds of organizations are more comparable than might have been expectled in view of
the current fad of Lrying to apply public goods theories W the division between private
sector enterprise and government action 4 For all three forms of organization assigned
their first priorities (as messured by the frequency count of managerial effort) to the
same 1wo sub-gosls. Goverament organizations acted most intensely in Subgoals
Number 18, 14, and 16 (s shown in Table I}, and parastatals rated 14, 13, and 16 at the

top. The private sector managers gave lop billing in their actionsto 18 and 14, but

4The Agency for Internstional Development and the Forld Bank are both citing the
theory of public goods Lo encourage governments o make more effective use of the
private sector for developmantal purposes. Most of the theorstical arguments on which
they are relying are set frth in Mancus Jlson’s classic, 7h¢ Logsc of Collective
Action, Public Goods and the Theory of Groups(Combridge: Harvard

U iversityh Press, 1971).
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substituted number 13 - cost- and time-saving measures - as third pricrity. At the seme

lime, it is notsble that the butling averages of success and failure in dealing with these
categories of subgoals are not much different ss among the theee seciors. Government
sgencies do much less well in training than private and parsstata) organizations, but,
surprisingly (or, perhsps, necessarity) is better gble to tighten managerial controls
and change organizaiionul responsibilities. The private seclor events show an
offseiting advaniege in introducing cost- or time-saving measures These data give
little reason to claim much greater “rationslity” on behalf of the privete sector, at least
in the sense that its managerial behavior is more likely to be directed toward these
geal-seeking activities. Efficiency measures, of course, might well tell & different story
in cantrasting these forms of organization.

Table 1V addresses is the question whether it is passible to distinguish among
goal-related activities at different levels of management. Significantly, junior
mansgers perform fewer functions that serve these sub-goals than their superiors do,
but like middle-level managers they devote more of their efforts to staff development
than top managers. All three give top priority to applying anatytic data as a decision
aid (in the case of senior managers, this function ranks first in frequency in the
reported events). None appear to be especially successful at the difficult tasks of
reorgepizing work or imposing more controls on organizational performance. Rank
alone does pot guarantee effecliveness in dealing with bureaucratic intransigeance.

Finally, these management events were coded for the skills or knowledge they
embodied as well as for their relationship to developmental goals. Table V shows which
skilis are correlated best with the different types of impacts coded in this exercise.. The
strongest correlation between identified skills and developmental sub-goals is in
drafling and writing, which contributed to the effective use of improved management
aids; next came personnel administration and motivational mansagement, skills that
were called on most frequently for upgrading ithe capacity or morale of staff members.
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Accounting, like writing, is en important management skill when decisions require the

use of data. Skills in interpersonal relations helped build staff capabilities and morale.

Some significance may also be seen in the fact that some skills were only farely
called upot in connection with these goal-serving incidents. Technical knowledge and
work scheduling, for example, nearty always appeared in the “no goal™ column (but
that may be an artifact of the methodology, since the form on which the events were
recorded did not require the informants to describe their larger context). Similar
limitations may explein why "motivation,” surely an extremeiy important manegerial
function, is not linked to developmental goals, perhaps because the relationship
between that supervisory function end an ultimate impact is too remote to be tracked
through these critical incidents. And skills in internersonsl relations, ofien seen by
mansgers as & survival tactic, probsbly explain fai]uré in developmental efforts
because of their ahsence, than they do success.

CONCLUSIONS

There are goals other than national development to be served by managers: the
defense of the realm, the provision of routine services necessary to the life of the
people, and the creation of the physical and institutional infrastructure of modern life,
among them. Thisanalysis is confined to developmental activities alone; it excludes
military or security functions becauss the dats gathering took place entirely in the
civilian seclor. Some important activities were not coded as related to development
though they might have contributed to the provision of routine services and the
crestion of infrastructure facitities, both of which are normal governmental
functions, and they no doubt contributed to the generation of other public values as
well.

The greatest surprise in the analysis concerns the relatively infrequent
sppearance of episodes directly invotving the public. Given the fact that much devel-

opment involves public responses - such as changes in behavior and more productive
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investments on the part of private citizens - it vould have been reasonable to expect

mansgers to devoie some considerable amount of effort to client groups of one kind or
enotherS Such expectations are not borne out by these findings. Isthai facta cause
of the extremely slow rate of development in this part of the world? Or, alternstively,
is it overly sanguine to assume that governments see their role in development as one
of generating opportunities for their citizens? Comparative studies in other parts of
the world may be the only way to answer these questions persuasively. But current
hopes that development will take place through the unieashing of citizen epergy in
Africa will thrive only if managerial behavior changes in that regard.

The degree of altention African managers devote o their own affsirs is pechaps
not surprising, and may indeed be characteristic of all large-scale organizations. If so,
it isan important justification for the current preference for seeking decentralization
strategies that would permit smaller units to carry out developmental functions. The
self-regarding dimensions of bureaucratic activity anywhere should be grounds for
concern on the part of political leaders and international organizations interested in
econonic and social development.

At the moment, there is no particular reason to believe that African managers
are very different from their counterparts in other paris of the vorld. In any case, the
intencely internal preoccupation of these supposed entrepreneurs of development is
nota good sign. Better ways must be found o direct toward developmental ends the
efforts of all organizations whose survival and growth are got direculy linked tp public

responsiveness.

* The data were gathered by an international team of which I served as project
director, consisting of Dr. Esau M. Chiviya, Zimbabwe Institute of Public Administration
and Management; Prof. Robert E. Klitgaard, Harvard Unitersity; Mr. Modiri J.
Mbaskanyi, Executive Director, Botswana Eraployers Federstion; Prof. A. Gaylord Obern,

5John D. Montgomery, Technology sad Civic Life: Making snd Implementing
Dovelopmental Docisions(Cambridge: MIT Press, 1974) builds its whole case on that

assusmption.
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University of Pittsburgh; Prof. Louis A. Picard, University of Nebrasks; Prof. Rukudzo
Mureps, University of Zimbsbwe: Mr. Bhekie R. Dlamini, Institute of Development
Management, Swaziland; Dr. Bogerio F.S. Pinto, Organization of American States; and Mr.
M. ] Ziyane, Swazilend Institute of Management and Public Administration. Thisteam
was working on behalf of 2he Southern African Develepment Coordination Conference
under 8 contrect between the US. Agency for Internstional Development and the
National Association of Schools of Public Administration and Affairs. Prof. Wendell
Schaeffer was the coordinator of the project for NASPAA, ead Mrs. Jeanae North for
AID: both of them made sudstantial contributions to both the management and
substence of the project. Twenty students at Harvasd's Eennedy School of Government
performed the coding of events for skills and other factors: Lewis Brandt, Mary Byrae,
Changyin Chung, Gadriella Dreyer, John Druke, Ronnie Friedman-Partie, Mrs. AL
Ganapatli, Laurn Ibara, Cord Jakobeit, S. KErishaa Kumar, Roep Jyoli, Nurul Hedeem, Oity
Nxumalo, Bruno Pouezat, Junio Ragragio,. Bafecz Usr Rehman, Alejandro Reyes,
Catherine Reilly, Peter Semneby, and Leah Teylor. The additional coding of the
management events for the developmentlal sub-goals they reflected vas performed by
Mrs. Ganapati. They worked under the supervision of Mr. V.V. Rams Subba Reo, my
research assistant ¢t the Keanedy School.

21 December 1985.

Neword
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14

16

17

15

10

20

13

TABLE I

MANAGERIAL CONTRIBUTION TO DEVELOPMENTAL SUB-GOALS

(Regional totals)

DEVELOPMENTAL SUB-GOAL

Did not contribute to development -ocals.
Upgrz<ed the caliber, capabilities, or
morale of the staff.

Introduced or expanded the use of analytic,
databased management aids.

Imposed tighter structure or controls on
staff or vendor performance.

Improved the allocation or organization of
responsibilities and functions.

Introduced cost- or time-saving measures,
ideas.

Secured a national advantage or resource by
negotiations.

Changed rules or procedures to be more
responsive to the needs of the clients.
Improved record-keeping or information
retrieval systams.

Developed more effective working
relationships with local agencies or
sources of external aid.

Avoided disruptieon of services by ,timely
action, despite difficulties or risks.
Raised standard of products or services
provided.

Improved or expanded dissemination programs
or technigues.

Introduced a new service or program.
Influenced developmental strategies,
enphases or investment decisions.
Developed local capubility for an activity
formerly dependent on external resources.
Introduced a new agricultural, industrial
or commercial enterprise in the country.
Upgraded physical facilities or equipment.
Discovered a solution or a more promising
approach tc a significant development
problemn.

Expanded institution's suthority, status or
charter.

Stimulated the more widespread adoption of
a preferred practiie or other desired
public response.

TOTAL

TOTAL POSITIVE NEGATIVE

832
261

230
91
78
67
63
56
38

32

31
30

14

1868

276
146

142
24
36
34
41
19
12
17

23
16
10

o W

823

556
115

86
67
42
33
22
37
26

15

14

> Ut

1045

A\
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CODE

18

14

16

20

13

(28]

TABLE II

MANAGERIAL CONTRIBUTION TO DEVELOPMENTAL SUB~GOALS
(By Country)

DEVELOPMENTAL SUB-GOAL

Did not contribute to development
goals.

Upgraded the caliber, capabilities,
or morale of the s*taff.

Introduced or cxpanded the use of
analytic, databasad management
aids.

Imposed tighter structure or
controls on staff or vendor
performance.

Improved the allocation or
organization of responsibilities
and functions.

Introduced cost- or time-~saving
measures, ideas.

Secured a national advantage or
resource by negotiations.

Changed rules or procedures to be
more responsive to the needs of the
clients.

Improved recoxrd-keepiny or
information retrieval systems.

Developed more effective working
relationships with local agencies
or sources of external aid.

Avoided disruption of services by
timely action, despite difficulties
or risks.

Ruised standard of products or
services provided.

Other goals

TOTAL

TOTAL BOT LES MAL SWA TAN ZAM ZIM

832 165 196

261 20
230 24
91 13
78 5
67 2
63 3
56 10
38 11
32 2
21 6
30 1
59 13
1868 275

56

43

25

15

24

22

16

17

16

448

26 27 82
8 3 41
10 11 46
1 3 12
1 6 6
0 0 9
1 4 14
1 6 10
0 1 10
0 4 2
0 0 0
0 0 2
1 1 5

96

14

16

14

14

240

119

88

35

29

30

16

11

18

49 66 239 179 612

\7
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TABLE I11

CONTRIBUTIONS MADE BY PUBLIC, PRIVATE AND PARASTATAL
MANAGERS TO DEVELOPMENTAL SUB-GOALS

DEVELOPMENTAL SUB-GOAL PUBLIC

Did not contribute to
development goals.

Upgraded the caliber, 180
capabilities, or morale of the
staff.

Introduced or expanded the use 160
of analytic, databased
management aids.

Imposed tighter structure or 63
controls on staff or vendor
performance.

Improved the allocation or 57
organization of responsibilities
and functions.

Introduced cost- or time-saving 12
measures, ideas.

Secured a national advantage or 29
resource by negotiations.

Changed rules or procedures to 47
be more responsive to the needs
of the clients.

Improved record-keeping or 32
information retrieval systems.

Developed more effective working 30
relationships with local

agencies or sources of external

aid.

Avoided disruption of services 14
by timely action, despite

difficulties or risks.

Raised standard of products or 8
services provided.

Other goals 50

96

94

17

27

17

14

11

15

11

32

598 186 412

84

66

46

30

12

33

21

15

18

TOTAL 1280 534 746

PARASTATAL
TOTAL POS NEG TOTAL POS NEG TOTAL POS NEG

48

13

15

115

18

10

10

57

30

(% ]

58

PRIVATE

186 72 114

68 40 28

21 4 17

17 9 8

50 22 28

29 21 8

16 11 5

17 7 10

473 232 241

TOTAL

832

261

230

91

78

67

63

56

38

32

31

30

59

1868



CODE

o

18

14

16

17

15

10

20

13

TABLE IV

CONTRIBUTIONS DEVELOPMENTAL SUB-GOALS
BY LEVELS OF MANAGEMENT

DEVELOPMENTAL SUB-GOAL

Did not contribute to
development goals.

Upgraded the caliber,
capabilities, cr morale of the
staff,

Introduced or expanded the use
of analytic, databased
management aids.

Imposed fighter structure or
controls on staff or vendor
performance.

Improved the allocation or
organization of responsibilities
and functions.

Introduced cost- or time-saving
measures, ideas.

Secured a national advantage or
resource by negotiations.

Changed rules or procedures to
be more responsive to the needs
of the clients.

Improved record-keeping or
information retrieval systems.

Developed more effective working
relationships with local
agencies or sources of external
aid.

Avoided disruption of services
by timely action, despite
difficulties or risks.

Raised standard of products or
services provided.

Other goals

TOTAL

SENIOR LEVEL MIDDLE LEVEL JUNIOR LEVEL TOTAL
TOTAL POS NEG TOTAL POS NEG TOTAL POS NEG

163

59

65

38

26

22

33

23

11

10

19

52 111

25

36

12

15

20

11

34

29

31

14

13

14

11

10

491 203 288

525 165 360

180 103

151

44

50

44

28

24

25

16

21

18

35

98

14

19

20

10

11

15

10

23

77

30

28

25

16

15

12

1161 518 643

144 59 85
22 18 4
14 8 6

9 3 6
2 2 0
1 0 1
2 1 1
9 2 7
2 2 0
1 1 o
0O 0o o
5 3 2
5 3 2
216 112 118

832

261

230

91

78

67

63

56

38

32

31

30

59

1868



SKILL

ACCOUNTIRG

DRAFTING & WRITING
SKILLS

RESEARCH

KNOWLEDGE OF RULES,
PROCEDURES

POLICY ANALYSIS
LEGAL XPOWLEDGE
ShinrNATIUNAL
NEGCTIATIONS
POLITICAL
ENVIRONMERT
SUPERVISION

HORY SCHEDULING
PERSONNEL
ADMINISTRATION

TIME MANAGEMENT
MANAGEMENT
INFORMATION SYSTEM
MOTIVATION
ORGANIZATIONAL
MANAGEMENT
EXPATRIATE
MANAGEMENT
DELEGATION OF
AUTHORILY

TYPING & SECRETARIAL
SKILLS

JOB PLANNING
NEGOTIATIONS
FINANCIAL MANAGEMENT
TECHNICAL SKILLS
INTERPERSONAL
RELATIONS
BUREAUCRATIC
POLITICS

PUBLTC RELATIONS
TRAIFING

COMAURITY RELATIONS
PROJECT FLANNIRG
RESUURCE ALLOCATION
COMMUNICATION SKILLS
CONTRACT MANAGEMENT
CORRUPTION
MANAGEMENT
COORDINATION
SXILLS AT ORGANIZIRG
EVENTS &c

TABLE V

MANAGERIAL SKILLS REQUIRED FOR NATIONAL

DEVELOPMERT ACTIVITIES
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TABLE V

MANAGERIAL SKILLS REQUIRED FOR NATIOSAL
DEVELOPMENT ACTIVITIES

SKILL GOAL GOAL GO-', GOAL GOAL GOAL GOAL GOAL GOAL COALGOALGOALGOALNALMMGOALNALGOALGOAL [}
1 $2 ¢3 4 95 06 97 # 8 fBf10011'12913'1"15'15017'16!1902000&

CORTINGENT 0 0 0 0 0 0 0 1 2 b3 0 0 1 0 0 0 1 0 0 0 0
MANAGEMENT

DISASTER MANAGEMENT 0 0 0 1 0 0 0 0 4 0 b3 0 0 0 0 0 0 1 0 [
PROGRAM ANALYSIS 0 0 0 0 0 0 0 0 b 2 0 0 0 A 0 0 0 1 0 0
IMPACT ANMALYSIS 0 0 0 0 0 0 0 0 0 7} 0 0 0 0 0 0 0 0 0 0
DATA ANALYSIS 0 0 0 0 0 0 0 0 0 2 0 0 0o 2 1 0 0 2 0 1 10
ECONOMIC ANALYSIS 0 0 0 0 0 0 0 0 0 1 0 0 0 3 0 0 0 2 0 0 1
COMPUTATIONAL SKILLS 1 0 0 0 0 0 1 0 0 1 0 0 0 S 0 1 0 2 0 1 7
MORITORING & 0 0 0 0 0 0 0 0 0 0 0 0 1 20 0 1 0 4 0 1 ?
EVALUATIOKN

INVENTORY MANAGEMENT 0 0 0 0 0 1 0 0 1 0 0 1 4 5 0 1 0 3
LANGUAGE SXILLS 0 0 0 0 0 0 1 0 0 1 0 0 0 0 0 0 0 0 0 6
INTER-ORGANIZATIONAL 0 0 0 0 0 0 0 0 0 0 0 0 0 1 0 0 1 1

RELATIONS

MISCELLANEDUS c 0 0 0 0 0 0 0 0 0 0 0 0 4 3 1 1 0 0 0 8



APPENDIX
The Management Events Methodology

The field methods followed in this resesrch come from two sources. the use of management
dieries to record the ectual roles or operations of sslected individuals whase activities are under
study, end e procedure invented during the closing yesrs of World War [, when a group of
psychologists led by John C. Flansgan developed the “critical incident method” in order to enatyze
the performance of pilots and ciiier soldiers in combat These two methods, in various forms,
have had hundreds of uses in both the public snd private sector, ranging from job analysis and
industrial menagement to personnel selection and training, es well as performance evaluations.
There have also been three or four applications in developing countries.

in gathering this information, tesms of menagement specislists visited all nine of the
countries in the region known es the Southern African Development Coordinstion Conference
[SADCC] for two weeks in August, 1984 (one team returned to Mazembigue fo complete the
Study in November of that yesr). During the course of their stsy, twoor three members of the
tesm interviewed public snd private officials on 8 schedule arranged or fecilitated b/ the SADCC
representative in each country. In eddition to the scheduled interviews, the tesm invited ten
permanent secretaries or meneging directors or their equivalents or deputies in each country to
complete a short Management Events Diery listing five or six events that occurred over 8 period
0f Sto 10 days. Events o be listed were those that required &n hour's time or or more, or that
seemed 1o be of speciel importence. In @ third procedure used by the tesm, more than 2,000
management events were gathered by meens of @ gquestionnaire administered on the job to
officials st diffferent levels. mostly in the capital city. The questionnaire gsked for brief reports,
8bout 20-50 words in length, describing e specific experience or event (not an opinion o a
cless of incidents) assoctated with either the exercise or the absence of 8 managerial skill or
specific edministrative knowledge. It called for  the "most recent™ or "next most recent”
experience of effective or ineffective behavior in order to obtain & random collection of events.
Events were requested that involved subordinates, collesgues, superiors, and the respondents
themselves. Some respondents were sble to produce 8s many &5 15 or more events; the average
wes ebout eight. After several hundred such events had been gethered, it wes possible to begin to
clessify and code them, and to seek correlations ond begin to draw conclusions. By the time the
sample reached 2,000, it was evident that essentiallythe whole univarsy of relevent experience
had Deen captured, In the sense that no new mejor categories of experience emerged.

The advantage of this method is that individual experience cen be tapped directly through
analysis of the incidents described, with 8 minimum o7 opinicn or subjective influences imposed
upon the dats. It s the collective experience, not the Indivicus! respondents, that constitutes the
“universe” that is sampled Intensity or frequency anelysis of the dota, including simple
correlstions and counting, corstitute the methed used to quantify the experience .

in this study, the foous was limited, in the sense that the questions all emph.asized events
that reflected the application, or the absence, of 8 “skill or knowledge,” since the objective was
to discover training needs. The events were therefore classifiad according to 46 different skills
thot were identified during the course of the study, as well os by sector, country, level of
menagerisl responsibility, and a judgment as to whether the event was “positive” or “negative”
with regerd to the sk111 In question.

The tables that appeer in this paper ore derived by simply “counting™ the skills or the
events in guestion. All of the countries produced enough events through the questionnaire method
to justify e direct comparison omong them except Angola, where language end logistical
difficulties reduced the number of responses below the desired minimum. In order to meke the
comparisons stetisticelly acceptable, therefore, the cnders consulted the menagemen! events
dieries end eddad the incidents recorded there to those generated by the queviioannaires. There is

Y
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no reeson 1o think the quelity of the events is different because of the method used to generste
them , since both methods call for reports of the “most recent” events. Further epplications of
the method could yield information about administrative structures and procedures as well 83
about individual behavior.
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