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PREFACE

THE MAKING OF A MANAGEMENT CLINICIAN

In August of 1984, after spending 7 years in sales and marketing
functions, I decided to change careers and become an academic-a university
professor. The decision was somewhat difficult; as an adolescent I knew I
wanted to study business and be a manager, and I’d pursued that goal
diligently ever since. In a sense, I was “living my dream.” But I enjoyed
learning, decided to get my MBA, and realized that I was having more fun
studying business and management than I was doing it. So, with my wife’s
agreement, | left industry and became a PhD student at Michigan State
University in the Management Department. It wasn’t an easy decision; after
7 years, | was the senior marketing officer for a multi-magazine publishing
company (at age 29!) and my future career was promising. But I decided to
follow my passion and pursue the doctoral degree.

As it turned out, 1984 was a wonderful time to be at MSU in the doctoral
program. The faculty were some of the leading up-and-coming professors
in the field, and I had a chance to learn research and theory-building from
some of the finest professors in the field. But I also had to earn my keep,
and so I was assigned as a Teaching Assistant (TA) for Dr. Eugene
Jennings” MGT302, Principles of Management class. I didn’t know
anything about Gene or teaching, but figured I’d had enough classes with
teachers that I could figure it out based on what I liked and didn’t like, and
how hard could a Principles class be? 1’d already been teaching part-time
for a local community college (Sales Management), so I was sure I could
handle the course.

Every Tuesday morning the class met in a huge lecture room in Wells
Hall in the shadow of Spartan Stadium, and there Gene would lecture for
over an hour to about 600 undergraduate students at a time. Then, they were
broken out into recitation of 40 students each, and each of us TAs got 2
sections to cover on Thursday or Friday of the same week. It was a pretty
good gig, and I enjoyed the classroom environment a lot.

What really fascinated me, though, were Gene’s lectures. He wasn’t
talking to the students about the usual Principles of Management stuff.
Instead, he was sharing with them insights on the practical aspects of
management. He was telling them about the real world problems that
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managers encounter and how they deal with these issues. He was using
models, ideas, and concepts I’d never seen or heard of before. And the ideas
made sense—a lot of sense, given that I’d just come from the business
environment. | realized that Gene was describing managers I’d known and
situations I’d observed while a practicing executive.

Then he started to describe me. And I got really, really fascinated. How
did he know what I’d done and what I’d gone through? How was he able to
describe my career development? How was this possible?

Gene met with us for a half hour before each lecture, and I started to use
that time to pepper him with questions. I wanted to learn about these models
he was sharing—where did the ideas come from? How were these concepts
developed? What were the theoretical underpinnings that the models were
based on? He patiently and carefully taught me, and I found myself
entranced with the material. Why hadn’t I known about this when I was a
manager? The ideas and concepts would have helped me so much, would
have made me more effective. Why didn’t more people use these insights?

Gene explained to me that-unlike the empirical, research-based methods
I was learning as a PhD student-the principles and concepts came from his
work as an advisor to organizations and managers. It was based on his
training as a clinical psychologist at the University of lowa. He had adopted
those same techniques as a clinician and applied them to the world of
management and organization life. He explained that a clinician is engaged
in the practice, works with practicing managers, and looks for patterns in
behaviors, situations, and outcomes that can be used to develop generalized
principles of concepts. It was the essence of theory development but in a
practical way. As a PhD student I was learning empirical methodology-
theory development, hypotheses formulation, research design, data analysis.
These were important and useful skills, especially in an academic career.
However, if 1 wanted to really impact managers, I would have to get
involved with real managers working on real problems in real organizations.
I would have to adopt a clinical approach.

I’ve been blessed to have been the inheritor of Gene’s work and legacy.
Over the past 30 plus years I have worked with thousands of managers in
their organizations and in executive sessions where I’ve been able to
observe first hand managerial practice at work. I’ve found that some of the
concepts I learned from Gene are timeless; managers and organizations are
doing many of the same things they were doing 60 years ago when Gene
began his work. Other concepts have been modified to reflect the constantly
changing and evolving world of work and organizations. During that time,
I’ve had the privilege of assisting hundreds of managers and organizations
to improve their performance. I’ve watched some executives fail, and my
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inability to help them is a regret I’ll carry for a long time. I think I’ve left a
legacy of management thoughts and ideas with these managers as well as
with my students, but none of us are perfect people, so I accept my
limitations as a clinician as well. The credit for the success is with the
managers; I’ve just had the awesome opportunity to play a small part in their
development.

Based on those years of work as a clinician (I use the term “Advisor”
rather than “Consultant”), I’ve been able to identify some common ideas
that seem to be useful for understanding the practice of management. Many
of these ideas started with Gene; some are my own contributions. At the end
of the day, what you have in your hands is the result of over 60 years of
clinical experience in thousands of organizations with tens of thousands of
managers. Not all of the ideas will apply all of the time. But the overall
models and concepts are well grounded in the real world of the manager,
not in theories borrowed from the social sciences like psychology and
sociology and tested in lab experiments. Managers don’t have time for a lot
of theory and experimentation. Organizations need results now, and
managers are tasked with providing those results. As a clinician, my role is
to assist in that process and at the same time to learn from those interactions
so that future managers will benefit from those experiences.

That is the basis for this book. It’s not a management theory book except
in the sense that the theory represents observed phenomena in organizations.
Nor is it a “principles” or “how to” book. My intention isn’t to find another
“7 S Framework” or help managers move from “Good to Great.” As a
clinician, my objective is to describe what effective managers do in ways
that will enable others to learn and improve their own performance. If that
is your interest, then I welcome you to an understanding of managerial
intelligence-a clinical perspective.

Aaron A. Buchko, Ph.D.
Peoria, lllinois
January 2019






CHAPTER ONE

MANAGEMENT:
A CLINICAL PERSPECTIVE

Why do we need another management book?

The short answer would seem to be, “we don’t.” Amazon.com says there
are over 80,000 books on management available today. If executives cannot
find the information needed to successfully run their businesses in one of
those 80,000 titles, it would seem doubtful that the information exists at all.
Couple this with the fact that, according to Google Scholar, there are over
6,480,000 articles in academic journals and publications on the subject of
management. Never in the history of humanity has there been more
knowledge and information available on managing people and organizations.

Yet despite all of this knowledge and information, around 80% of small
businesses will fail within two years of opening. In fact, only 10% of the
firms that were on the Fortune 500 list in 1955 remained on the list in 2015.
More than 170,000 small businesses closed during the Great Recession of
2008-2009, and over 4,000 Internet-based companies disappeared when the
dot-com bubble burst in 2000. With all of this knowledge and all of this
information available, the evidence would seem to suggest that we are not
learning very much about how to successfully manage people and run
organizations.

You might question whether or not the problem lies in how we teach
management. After all, there are more students studying business today-and
more managers with a business education-than ever before. More
undergraduate business degrees are generally conferred on students than
any other academic discipline, and all of those degrees included some
instruction in the practice of management. Graduate business degrees,
particularly the MBA, continue to grow in popularity, with the availability
of online and executive programs. More people have had more exposure to
management principles and ideas in their education than in any other time
in human history, and even those who have no formal training at the college
or university level have probably had some exposure to management
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development programs in their organizations. But despite the growth in
management education, organization results do not seem to indicate any
benefit from this increase in management knowledge.

Does management really matter?

What is “management?”

Before going too far in trying to answer this question, it would be useful
to define key terms and be sure that we share a common understanding of
the concept of management. The dictionary defines management as the act
of managing; which means we first have to look at the definition of the word
“manage.” “Manage,” we are told, is a verb meaning “to bring about or
succeed in accomplishing.” It is derived from the Italian maneggiare,
meaning to handle or train (usually horses). To manage, therefore, means to
bring about or accomplish some end goal or result.

Perhaps the best definition of management is one of the oldest, attributed
to Mary Parker Follet: “Management is the art of getting things done
through people.” While elegant in its simplicity, there are three key
elements to this definition.

1. Art. 1t is interesting that in its earliest inception, management was
classified as an art. This conceptualization of management as an art form
has largely been overlooked in an era of science, Big Data, information
technology, and analytics. It is suggested that a scientific approach to the
study and practice of management can address numerous problems and
challenges in organizations. However, as already noted, contemporary
organizations seem to fare no better than those of a century ago, despite over
120 years of scientific methodology in management.

Viewing management as an art form shifts attention from rigorous
analyses and methodologies to examining the practice of management as a
creative enterprise. To be sure, there are principles, frameworks, and
guidelines that are inherent in the practice of management just as with any
other art form, such as music, dance, film, and the visual arts. What this
definition suggests, though, is that management in practice is not simply a
set of tools or techniques to be applied consistently and rigorously based
upon a set of theories or hypotheses; rather, it is the act of combining these
techniques in a unique way to achieve a desired outcome.

2. Getting things done. Management is not about random behavior. It
assumes that there are “things” that need to be done, that there is a goal, an
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outcome, or an objective. As many writers have noted, the determination of
the things that need to be done is often a function of management. However,
like most forms of human activity, management presumes some desired end
result. In most cases, these goals or objectives are determined by the nature
of the organization. For instance, the business/corporation seeks to generate
a profit, whereas the charitable organization may seek some social or moral
outcome. No matter the nature of the enterprise, the essential point is that
management seeks to achieve some organizationally-relevant result by
guiding and directing actions.

This should not be surprising, since the purpose of any organization is
to produce outcomes collectively that are not possible to be achieved
individually. The reason human beings form organizations is to work
together to accomplish tasks more efficiently or effectively than can be done
by one person alone. Hence the bias of any organization is action;
organizations exist to do things. The purpose of management is to plan,
implement, execute, and control those actions in order to achieve the desired
results. While the practice of management can and does influence the
determination of the organizational outcomes, it is important to note that, in
many instances, the “things” that management seeks to get done are
independent of the individual actors who populate the organization. The
outcomes may be socially constructed or mandated, or they may arise from
institutional requirements. Regardless of the origin, the purpose of
management is to accomplish the “things” that the organization requires.

3. Through people. 1t’s this third element of the definition that
distinguishes management from all other activities that occur within an
organization. The first rule of management is this: if you’re doing the work,
you’re not managing. The essence of the managerial role is to enable other
people to do the work of the organization. While it is true that many
managers do have their own individual work tasks, duties, and
responsibilities to complete, the distinguishing feature of the managerial
role is the necessity to get other people in the organization to perform the
work that gets things done.

It’s the “people” part of the definition of management that causes
management to be far more art than science. The inherent individuality of
each person and the fact that every situation in an organization is
fundamentally unique means that it is extremely difficult to create general
theories of managerial practice. In fact, it might be said that the essence of
management is the constant creative act of configuring the various resources
available to the manager in a way that produces the desired organizational
outcomes.
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One of the things that makes this particularly challenging is that the skills
required to get other individuals to do the work of the organization are not
necessarily the same skills that get a person hired into the organization.
Typically, organizations hire individuals because they possess the knowledge,
skills, and abilities necessary to produce the desired organizational outcomes.
Most people enter an organization based upon their technical skills or
competencies, but those skills and competencies that are necessary to get
other people to perform the tasks of the organization are not necessarily the
same technical skills and abilities that were important in the hiring decision.

What generally happens is something like this: a person enters the
organization in an entry-level position as a worker, charged with performing
certain tasks and duties. Over time, the individual demonstrates a measure
of success in performing those tasks and generally is perceived as having
some skills at interpersonal relationships and at working effectively with
others. The organization assumes that this combination of technical skills
and interpersonal competencies will enable the person to be effective at
managing others, and so the worker is promoted to a first-level managerial
position. The moment that occurs, however, the rules for success
immediately change. For every managerial position in an organization, from
the first line supervisor to the CEO, the primary criteria for success is the
individual’s ability to get other people to perform.

Management: Art Versus Science

One of the fundamental elements that separates art from science is the
concept of practice. Science (including the social sciences) is subject to the
scientific methodology of theory, hypotheses, data, and verification. Such
methodology can be performed in a laboratory or controlled conditions;
alternatively, data analytic techniques can be used to minimize error.
However, art requires performance—that is, that one actually practices the
form. It is this element of managerial practice/performance that is consistent
with the definition of management and emphasizes the necessity of viewing
management as an art.

As an art, the practice of management requires knowledge of the context
and the basic principles of the craft, awareness of the unique individuals and
circumstances, and the ability to align the elements in such a way as to
produce an intentional outcome—one that, by its nature, can never be
repeated. Like all creative tasks, management involves emotions, those of
both the manager and the subordinates. It requires sensitivity to cultural
norms and values, including those of the organization as well as the larger
society.
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Like art, management involves the process of preemption: once an action
has been taken, it cannot be withdrawn, and all future actions must consider
the sequence of events which precede action. Once the manager makes a
decision, communicates with a subordinate, establishes a new organizational
practice, or engages in any of the myriad activities associated with a
managerial role, the act cannot be undone. Like the musician who plays the
note, the artist who applies the paint, the sculptor who breaks the rock, or
the actor who utters the line, the manager’s reality is that actions are always
occurring as part of a live managerial “performance.” The practice of
management is an ongoing creative act in which the manager acts both as
an agent within the existing context while simultaneously seeking to
influence the future state of the organization through those actions. While
the manager may have a vision or intention of a desired future state,
management in practice more closely resembles the creative process.

There are many who will take exception to this view of management as
a creative act or performance, preferring to view management as a social
science. While management incorporates many practices and elements of
the scientific perspective, the nature of managerial action must, out of
necessity, mean that the scientific approach has limitations. Consider for a
moment the necessary prerequisites of a science. All science is based upon
the scientific method of theory, hypothesis, data, and verification. Certainly,
we have many theories that are relevant to the practice of management, and
frequently, these theories are presented in the form of testable hypotheses,
which are then framed in experimental or quasi-experimental settings. Data
is gathered and analyzed, and as a social science, the data is frequently
analyzed using statistical methodologies intended to reduce potential error
and arrive at some conclusion vis a vis those hypotheses.

This is obviously attractive to many, given our modern society’s bias
toward the scientific. However, it conflicts with a proper understanding of
management. A scientific approach to management suggests that there are
general theories that guide managerial behavior. But, in reality, the
managerial role does not lend itself to general theories or approaches. The
reason for this is that each situation or circumstance in an organization is
fundamentally unique. From day to day, the actors differ; we have
knowledge or know something today that we did not know yesterday. We
have one more day’s worth of experience. The conditions of managerial
work are constantly changing.

The suggestion that the methods of social science are an appropriate way
to understand the reality of managerial work has two fundamental flaws.
The first arises from the structure of social science research. The
overwhelming majority of the research in the social sciences uses surveys



6 Chapter One

and/or experimentation in settings that allow for a measure of control. For
survey research to be even marginally effective, it is necessary to survey
entire populations. Since this cannot be done, research methods use
randomization in order to address the error from a smaller sampling.
However, it is not possible to have a random “sample” of organizations. For
sampling theory to be effective, there are two requirements: the first is that
every unit in the population has an equal probability of being selected into
the sample, and this can be done through a random selection process. But
the second requirement is that any unit in the population can be substituted
for any unit in the sample without materially changing the composition of
the sample. When we consider organizations as the base for such research,
sampling theory quickly breaks down; it is simply not realistic to suggest
that managers from Boeing Corporation can be substituted for managers in
Apple Corporation or Bank of America or Harvard University without
materially affecting the sample. The environments and circumstances for
these organizations at any moment in time can be radically different,
requiring significant differences in managerial behavior.

The second problem with most approaches to gathering knowledge
about managerial work is the use of experimentation, most often involving
the use of undergraduate or graduate students (the reason for the use of
students in such research is the difficulty of getting managers in
organizations to agree to operating an organization in experimentally-
controlled conditions!). Research about managerial practice in experimental,
controlled settings is therefore limited in its generalization ability by the
artificiality of the research setting itself. Research on group behavior,
motivation, teams, etc., arising from experimentation in laboratory
conditions, may tell us something about how students behave in controlled
environments. However, it may not tell us very much about how practicing
managers with years of experience in complex environments behave.

Like the old saying, “you never put your foot in the same river twice,”
the manager is never in the same organizational situation twice. Each
moment of managerial work requires constant awareness and assessment of
the situation, as well as an ability to combine resources in such a way as to
produce the desired organizational outcome in an environment that
constantly varies. Just as any work of art is a one-time event that happens in
the moment, so too management is an art that is continuously being
performed in real time. Therefore, the scientific approach is limited in its
utility for understanding the managerial role. Scientific models can suggest
to us ways of thinking about or evaluating our circumstances, but the actual
decision process in the formulation of a program of action to achieve the
desired goals requires a different perspective; and in this manner, the
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practice of management has been and will continue to be far more art than
science.

This understanding of the nature of management is inherent in the
concept of the professional school. Any college or university can possess
only a limited number of professional schools; every other program of study
is considered one of the arts or sciences. A profession however, by
definition is a practice or vocation requiring mastery of a complex set of
knowledge and skills through formal education and/or practical experience.
Or as one colleague defined it, a profession is a combination of disciplines,
the practice of which is an art. The most common professional schools are
medicine, law, business, engineering, and education. Management as a
discipline is most often housed within the business school. This is
appropriate, given the nature of most managerial work. Management is
therefore one of the disciplines within the business school and along with
other disciplines such as finance, marketing, and accounting, forms the basis
of a professional business education.

What separates the professional school from the arts and sciences,
though, is the practice; the reason for professional education is to enable
students to practice medicine, law, business, etc., with a high degree of
proficiency. It is expected, then, that students will receive an education in
the basic disciplines of the profession. For example, medical students
receive education in anatomy, chemistry, biology, and many other scientific
disciplines. But it is not enough to merely have knowledge of the
disciplines; it is the ability to combine one’s knowledge from these
disciplines and apply the knowledge to a specific patient, client, or
organization that distinguishes professional behavior. It is at this point of
practice that the art of medicine, law, and business management becomes
paramount; and the scientific approach becomes limited in its usefulness for
understanding the nature of managerial work.

What Happened to Management?

To figure out how we got here—what happened to the concept of
management—let’s take a brief tour through the history of management
thought. The concept of management is not new in human history; in fact,
it might be said that management is one of the oldest professions known to
human beings. We see evidence of managerial practice in the building of
the pyramids in ancient Egypt. One of the earliest recorded efforts at a
managerial reorganization is in the book of Exodus in the Jewish Torah or
in the Christian Bible, where Moses records a conversation with his father-
in-law, Jethro, suggesting that he restructure the children of Israel to enable
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Moses to more efficiently manage the people’s affairs. Further evidence for
the practice of management might be found in the military and political
structures of ancient Babylon, Persia, Greece and Rome, the building of the
Great Wall of China, and the rise of numerous civilizations.

Initial efforts to understand the practice of management were bound up
with political, military, and/or theological organizations. Prior to the 19%
century, there were very few large-scale business organizations. The largest
organizations known to most individuals were governments, armies, and
churches; so, early work at understanding organizational management
focused on the administration of these large organizations.

The industrial revolution in the 19" century became the genesis for large
business organizations. Drawing on existing knowledge regarding
administrative functions, early management writing concentrated on
developing the policies, procedures, and processes necessary for the
efficient and effective functioning of these companies. This began to change
in the late 19" century, due primarily to the efforts of Frederick W. Taylor
and creation of what became known as Scientific Management. Riding on
the wave of late 19"-century fascination with the principles of science that
were impacting the physical and natural sciences, Taylor sought to apply
these same techniques to the operations of industrial organizations. Through
experimentation, observation, and analysis of data, Taylor was able to
improve worker performance and achieve greater levels of industrial output.
Therefore, the first formal approach to the study of business management
had its roots in scientific thought—perhaps creating an initial bias in favor of
management as science.

The first formal text on the subject of business management is generally
thought to be Chester Barnard’s The Functions of the Executive (1938)!.
Barnard, as the president of AT&T, concentrated on the administrative role
in operating a large complex business organization. This might still be
viewed, however, as a continuation of the scientific approach to management,
since Barnard provided an initial structure for analyzing the administrative
functions of the enterprise. Business education concentrated primarily on
technical training in certain necessary skills, such as bookkeeping,
manufacturing (an offshoot of industrial engineering), and contract law.
Managers were, as noted previously, chosen primarily for their technical
competencies, and there was little in the way of research, writing, or
education on management.

! Barnard, Chester Irving, and Kenneth R. Andrews. The functions of the executive.
Vol. 11. Harvard University Press, 1968.
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It was not until Elton Mayo’s work in the 1930s at the Western Electric
Hawthorne Plant that executives began to recognize the significance of the
human element in the workplace. The advent of World War II increased the
emphasis on organizational effectiveness and efficiency in order to support
the war effort in the 1940s. This gave rise to what is now known as the
Humanistic approach to management; executives began to realize that they
must pay attention to the people in the organizations, viewing them as more
than just a component of the means of production.

After the war, two foundational books on management were published.
The first was Peter Drucker’s The Concept of the Corporation (1946)2.
Drucker, an Austrian social scientist, examined General Motors, the largest
corporation at the time, treating the organization as a social phenomenon,
almost as an anthropological study. At approximately the same time,
William Whyte’s The Organization Man (1956)* incorporated the growing
academic disciplines of sociology and psychology to examine life in
organizations and emphasized the effect of organizations on the human
component of businesses.

The growth in the study of management had its roots in scientific
principles and methodology, so it’s not surprising that initial efforts to
understand the managerial practice were rooted in scientific activity. But
after World War II, there was one other factor that had a significant impact
on the understanding of management, and that was the growth and
development of business schools within universities and colleges, primarily
in the United States.

The initial impetus for the rise of business schools was the need to staff
the large-scale enterprises that were created during World War II and
subsequently supported by the explosive growth in the U.S. economy in the
1950s. The demand for managers to work in these organizations was so
large that universities, seeing the need and the availability of government
funding through the G.I. Bill, established business schools as a means of
providing skilled employees for these organizations. Business and
engineering became the most popular fields of studies at American
universities and, by extension, throughout the world.

At the close of the decade of the 1950s, two reports, both published in
1959, brought about transformational change in business schools. The
Gordon-Howell report, funded by the Ford Foundation*, and the Carnegie

2 Drucker, Peter F. Concept of the Corporation. Transaction Publishers, 1993.

3 Whyte, William Hollingsworth, and Joseph Nocera. The organization man. Vol.
342. New York: Simon and Schuster, 1956.

4 Gordon, Robert A., and James E. Howell. "Higher education for business." The
Journal of Business Education 35, no. 3 (1959): 115-117.
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Foundation’s study titled The Education of American Businessmen, by
Frank Pierson,’ criticized what was viewed as the weak scientific
foundation of business education. These reports suggested that the business
curriculum was too narrow and simple, focusing too much on cases in
practice with little theory or scientific rigor. As a result of these reports,
business schools engaged in a process to increase the academic stature of
business within the university. Using the research techniques of the natural
and social sciences, business faculty adopted the practices and routines of
their academic colleagues. Tenure and promotion decisions, based upon the
“publish or perish” approach, encouraged professors to develop theories and
produce empirical research in peer-reviewed journals. While this increased
the academic legitimacy of the business school, it had the additional effect
of driving business schools more towards the scientific approach and
methodology.

But as noted at the outset of this chapter, despite nearly 6 decades of
“business as science” and empirical research, there has been relatively little
improvement in managerial performance and organizational outcomes. If
management is truly “the art of getting things done through people,” then
there is relatively little to show for all of the scientific research efforts.
Several years ago, the then-president of the Academy of Management
(probably the preeminent association of management scholars in the world)
challenged these academicians by asking them, “what if the Academy really
mattered?” He observed that, despite decades of research, thousands of
studies, numerous books, classroom and training exercises, and years of
effort, the impact of most academic managerial research on actual
management performance and organizational outcomes seemed minimal.
He challenged the members of the Academy to examine the need to make
their research more relevant to organizations. Even leading academicians
are aware that their research has had little effect on managers in
organizations. So why has there been such a lack of positive impact of
managerial research on practicing managers?

A Clinical Approach to Management

There are several possible reasons for the lack of meaningful impact of
academic research on management, of course, but perhaps one of the more
significant issues lies in the proper understanding of management. If, in fact,
management is indeed an art, then scientific methods are perhaps limited in

5> Pierson, Frank Cook. The education of American businessmen: A study of
university-college programs in business administration. McGraw-Hill, 1959.



