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MANAGERIAL ROLES APPROACH AND THE PROMINENT STUDY OF HENRY MINTZBERG AND SOME EMPIRICAL STUDIES UPON THE PRINCIPALS WORK 
Berrin Burgaz. 
ABSTRACI': The aims of this paper are to present the Managerial Roles Approach which is one of the ways used in analysing managerial work; to offer the results of Henry Mintzberg's outstanding study in which he analysed the managerial work by using the descriptive research method and stmctured observation technique; to exhibit same findings of empirical studies carried out in the field of educational administration with the same method and technique. KEY WORDS: Managerial Roles Approach, The WorkActivity School, Managerial work 

in order to appreciate and probe the management and its ensuing problems and the man.agerial roles and events, ete. Some years ago, an author who attempted to classify the various "schools" of management theory called this situation "the management theory jungle" [1]. Certainly, it could be observed that many different approaches were diversely categorised by different authors. Familiarity with the approaches to management analysis can help one appreciate many insights, ideas and help one avoid re-examining previously known ideas. Figure 1 summarises the various approaches to management analysis in the foUowing categories [2]. As seen in Figure 1, one of these approaches is Managerial Roles Approach that will be strived to explain in the following section. 2. TIIE MANAGERIAI.. ROLES APPROACH The Managerial Roles Approach which is one of the newer approaches to management analysis has been popularised by Henry Mintzberg. Mintzberg has given this approach higher visibility although many researchers have studied the actual work of managers. This approach is related to the Work-Activity SchooL. The Work-Activity School of management deals with the actual activities of managers which are analysed systematicaUy and conclusions are drawn only when they can be supported by the empirical evidence, therefore the researchers of this school relies on inductive methodology. The research methods used are largely similar and in most cases comparisons can be easily made to incorporate thefindings of previous studies for the development of new conclusions. In the Work-Activity School, and also in the Managerial Roles Approach, the main purpose is to analyse the managerial work, in other words, to describe and map out what the managers really do. In analysing the managerial work the researchers have mostly used the diary technique or two observational techniques: activity sampling and stmctured observation [3]. 

ÖZET: Bu makalenin amacı, yönetim işini analiz etmede kullanılan yollardan biri olan Yönetimse! Roller Yaklaşımını tanıtmak; Henry Mintzberg'in,betimse! araştırma yöntemini ve yapılandırılmış gözlem tekniğini kullanarak yönetimsel işi analiz ettiği çarpıcı araştırmasının sonuçlarını ortaya koymak ve eğitim yönetimi alanında yapılmış bazı ampirik araştırma bulgularını sunmaktır. ANAHTAR SÖZCÜKLER: Yönetimsel Roller Yaklaşımı, İşetkinlik Okulu, Yönetimsel iş. 

1. INTRODUCTION Studies on organisation and management trace back thousands of years. However, the systematic development of management thought generally dates back from the end of the ninetieth century in which the large industrial organisations emerge. Management is a quite discursive subject and much has been written about it. Therefore, the study of organisations and their management requires a comprehensive q.nalysis. That only a single approach to organisation and management provides all the answers can hardly be maintained. Different approaches should be comparatively studied. it was only observed a few remarkable approaches to management until the early 1950's, such as classical approach and human relations approach. But, since then, as to what management is, what manage ment theory is and how managerial work or events should be analysed, the various approaches to management and much differing views have been appeared. This situation resulted in much confusion 
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Figure 1. Approaches 
CHARACTERlSTICS/ CONTRIBımONS EMPIRICAL, 

to Management 
ILLUSTRATION 

LIMITATIONS OR CASE, APPROACH 

Studies experience through cases. Identifies successes and faHure 

Situations are all different. No attempt to identify principles. Limited value for developing management theory . INTERPERSONAL BEHAVIOUR APPROACH Ignores planning, organising and controlling. Psychological training is not enough to become an effective manager. GROUP BEHAVIOUR APPROACH 
Of ten not integrated with management concepts, principles, theory, and techniques. Need for doser integration with organisation structure design, staffing, planning and controlling. SOCIAl.. SYSTEMS APPROACH 

Focus on interpersonal behaviour, human relations, leadership and motivation. Based on individual psychology Emphasis on behaviour of people in groups. Based on sociology and social psychology. Primarily study of group behaviour patterns. The study of large groups is often called "organisation behaviour". 

FOCUS 

OF STUDY 

Study of a ,roup 

Study af "DU,,_ ını.r.etin, with ..ch Other 

CO-OPERATIVE 

Concerned with both interpersonal and group behavioural aspects leading to a system co-operation. Expanded concept indudes any cooperative group with dear purpose. 

Too broad a field for the study of management. At the same time, it overlooks many managerial concepts, principles, and techniques. 
SOCIOTECHNICAL APPROACH 
11111!!i ;;;;;;1 i M.ehın_ c c c C O"IC80...,..lon 

Technical system has great effect on social system (personal attitudes, group behaviour). Focus on production, office operations, and other areas with dose relationships between the technical system and people 

Emphasis only on blue-collar and lower-level office work. Ignores much of other managerial knowledge. 
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DECISION 
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APPROACH 
PrDeftS of d.cı,ıon mek ını ~-tndIYldu.1 d.cl.lon mek'ng 

Focus on the making of decisions, persons or groups making decisions, and the decision-making process. Some theorists use decision making as a springboard to studyall enterprise activities. The boundaries of studyare no longer dearly defined. 

There is more to managing than making decisions. The focus is at the same time too narrowand too wide. 
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Systems concepts have broad applieability. Systems have boundaries, but theyalsa interaet with the extemal environment, Le., organisations are open systems. Recognises importance of studying interralatedness of planning, organising, and controlling in an organisation as well as the many subsystems. 

Analyses of the interrelatedness of systems and subsystems as well as the interactions of organisations with their external environment. Can hardly be considered a new approach to management. 
o o o 

MATHEMATlCAL Managing is seen as mathematical processes, concepts, syrnbols, and models. Looks at management as a purely logical process, expressed in mathematical syrnbols and relationships 

OR "MANAGEMENT 

SClENCE" 

APPROACH 

Preoccupation with mathematical models. Many aspects in managing cannot be modelled. Mathematics is a useful tool, but hardly a school or an approach to management. CONTINGENCY OR SITUATlON APPROACH Managers have long realised that there is no one best way to do things. Difficulty in determining all relevant contingency factors and showing their relationships. Can be very complex. MANAGERIAL ROLES APPROACH 

Managerial practice depends on circumstances (Le. contingency or situation). Contingency theory recognises the influence of given solutions on organisational behaviour patterns. Original study consisted of observations of five chief executives. On the basis of this study, ten managerial roles were identified and grouped into O) interpersonal, (2) informational and (37 decision roles. 

Original sample was very small. Same activities are not managerial. Activities are evidence of planning, organising, staffing, leading and controlling. But same important managerial activities were left out (e.g., appraising managers). MCKINSEY'S 7-S FRAMEWORK 

The seven S'S are (1) strategy, (2) structure, (3) systems, (4) style, (5) staff, (6) shared values, (7) skills. 

Although this experienced consulting fırm now uses a framework similar to the one found useful by Koontz et al. since 1955 and confırms its practicality, the terms used are precise and topics are not discussed in depth. OPERATlONAL APPROACH Does not as same authors do, identify representing" or coordinatian" as a separate function. Co-ordination, for example, is the essence of managership and is the purpose of managing. 
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Draws together concepts, principles, techniques, and knowledge from other fields and managerial approaches. The attempt is to develop science and theory with practical application. Distingui.shes between managerial and nonmanagerial knowledge. Develops classification system built around the managerial funcUons of planing, organising, staffing, leading, and controlling. 
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Diary techniques record actual work of managers. Managers themselves record their work-activities by using a precoded pad. Sune Carlson (1951) Rosemary Stewart (1967) and other researchers [3] have used the diary technique for the study of managerial work-analysis, but it has been regarded that it was a useful to ol for the study of managerial work characteristics but not the study of work content which lead to statements of managerial roles. Hence, the diary technique is most useful where the categories, such as place of work, participants and so forth, are known and where we wish to study the time distribution among known work factors. Activity sampling is another technique in which the researcher records the activities of managers at random time intervals through actual observation. The researcher photographs the manager's actions by periodicaııy using this technique. However, the researcher cannot be exposed to the activity continuously, thus the interpretation of complex aspects of the activity becomes difficult. Activity sampling is effective when the topic of study is weıı understood and the activities can be coded simply and quickly. Table 1. Empirical Studies of Managerial Work Activities Year Reported 
195 

Structured observation technique includes a variety of more systematic forms of observation. This technique is similar to the diary method but the only real difference is that recording is done by the researcher instead of the manager. Structured observation is a time-consuming technique, because the researcher must be present at aıı times in the work place selected while observing the managers, principals, administrators or foremen. Hence, the researchers used this technique had to take a limited sample. The more the sample size becomes mu ch greater, the more the researcher spends much time. lt has a highly cost of time but the onlyone that enables the researcher to stEdy systematicaııy and comprehensively various part of managerial work. The Table 1 lists some empirical studies of managerial work activities depending on the techniques mentioned above [3]. Certainly, there has be en some other empirical studies used different research techniques, but in Table 1 only ten diary studies and three by observation and one by activity sampling are included. 

Researcher Carlson 

Method Used Diary 

Subjects 9 Senior managers (managing directors) 4 Middle Managers 76 Senior and middle managers 58 Senior and middle managers 8 Senior and middle managers 

Period of Study (Days) Special Interests 216 Finding common behaviour patterns (Particularly communication) in the work of managing directors Relationship of managers in one departmental group How managers spend their time Comparison of work of chief executives and department heads How managers spend their time Decision-making behaviour How managers spend their time Communication centres Manager's reactions toward interaction episodes Variations in manageriat jobs How section managers spend their time Foremen effectiveness Horizontal relationships How foremen spend their time 

Burns Burns Copeman Dubin, Spray 

1954 1957 1963 1964 

Diary Diary Diary Diary Diary Diary Diary Diary Diary Activity sampling 

103 1520 290 80 

Brewer, Tomlinson 1964 Home, Lupton 1965 Thomason 1966-67 Lawler, Porter Tennenbaum Stewart Kelly Ponder Landsberger Guest, jasinski 1968 1967 1964 1957 1962 1956 

6 Senior manager 105 66 Middle managers 330 Various configurations not reported of managers 105 Middle and lower level mangers 160 Senior and managers 4 Foremen (section mangers 525 3200b 60b 48 6 56 

Observation 24 Foremen Observation 3 Middle managers Observation 56 Foremen 

1997 

] 
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3. MINTZBERG'S MANAGERIAL WORK 

In the following paragraphs, a summaıy will be given ab out the first two groups with the findings of some empirical studies of work activities. 3.1. Managerial Work Characteristics 

In 1968, Mintzberg completed his doctoral thesis titled "The Manager at Work-Determining His activities, Roles and Programs by Structured Observation" at the MIT Sloan School of Management, based on study of work of five chief executives. In 1970, he reviewed and rearranged his thesis. However, it was not to be the same publication of his thesis but it was to be a new book titled The Nature of Managerial Work, dealing not only with his study of the work of five chief executives, at the same time with empirical studies of many other managers as welL. 

Mintzberg's study also falls into the Work-Activity SchooL. His prime objective was to describe the work-content by observing managers' work-activities. His study revealed a lack of satisfactoıy descriptive data on the content of managerial work. In other words, there was little to tell us what managers actually do. Mintzberg's study is a landmark one among studies of Work-activity School and provides a powerful base for developing the rich descriptive view of manage ment, therefore the focus of his study is on the "real" matter rather than the "ideal", the "is" rather than "ought" [4]. He selected aresearch methodology that is inductive, comprehensive and intensive. it was inductive because the purpose was to develop a general statement of managerial roles from a study of specific managers. it was comprehensive because it had to capture the whole work of managing and it was intensive because it had to examine deeply the complex set of managerial activities. Structured observation was chosen as the technique for the study by Mintzberg. This technique restricted the sample size and he obtained less quantitative data on work characteristics in his study than those in a comparable diaıy study, but more powerful qualitative data on activity-content. Mintzberg observed five chief executives in all for one week each , a superintendent of a large suburban school system, a chairman and chief executiye officer of a major consulting firm, a president of a firm that produced sophisticated technological products for industıy and defence, a head of a large urban hospital, a president of a firm producing consumer goods. Mintzberg's study describes the work of manager from four points of view: O) the work characteristics comman to all managers, (2) the manager' s work in terms of ten basic roles, (3) the variations in managers' work using the common roles and characteristics, and (4) the programming the manager's work. 

Managers are found in all kinds of organisations when people attempt to work together to achieve a common purpose. Theyare responsible for the succe ss of the ir organisations and the reality is that managers find themselves working at unending rates. However, there is a "folklore" which relates to the idea that managers are reflective, systematic planners with eveıything in its time and place [S]. Mintzberg and Guest assert that the managers assume "an unrelenting pace" in their work which is characterised by variety, brevity and fragmentation and theyare strongly proactive and dislike reflective activities [3, 4]. 

Mintzberg observed the activities of five chief executives at work and found that the variety of activities to be performed is great and the managers encounters this variety of activities continuously throughout each working day. Another revealing fact was that there was a lack of pattem among activities and that managers seem to jump from issue to issue with no organised pattem of scheduled time, therefore it requires that managers shift moods quickly and frequently. Figure 2 provides a great variety in the content of verbal contacts and mail [3]. 
Another surprising po int is that ities have the brevity. The manager tioned by his overload and thus he preciation for the opportunity cost manager's activbecomes condidevelops an apof his own time. 
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