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ABSTRACT

Hotels are an essential and critical component of Thailand’s tourist industry and one
of the major contributors to Thai tourism revenue. However, the industry 1s
considered to be in an infant stage. Since a general manager is considered to be the
key person who directs the business in the hotel in every situation, this research aims
to investigate the emphasis of time spent on various work activities of hotel general
managers (i.e. marketing, human resource, training, etc.). In order to identify the
significance of the general manager's roles, the research was conducted as an
empirical investigation focusing on the leading Thai luxury hotels which were of
international standard. The research defines the emphasis of the amount of time spent
on the various work activities by investigating how managers perceive their work
roles and how they actually spend their time. The core study of this research derived

from Mintzberg's study of managerial work (1973), an observational study of five top

executives in the United States and Ley’s study of the managerial activities of seven

managers in a major US hotel chain (1978).

The methodology in this study employed both quantitative and qualitative methods of
data collection. According to an appropriateness of access to data, there were three
methods utilised which comprised a questionnaire, an interview and a period of
observation. These three methods were used in sequence. The questionnaire was used
to study biographical data and perceptions of Mintzberg’s managerial work roles.

The interview, which was semi-structured, was used to provide the interviewer with
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additional questions to make sure the desired information has been obtained, while

the observation aimed to study the work roles which emerged from general
managers’ work behaviour and to provide the insights of general managers’

behaviour into specific work roles from recording and classification.

It 1s intended that the results of the research will enhance the understanding of
different approaches to managerial roles and time usage thereof. With this
understanding, there will be an increase in the number of qualified Thai general
managers employed in international hotels and a responsibility for development of
Thai general managers. In addition, individual general managers themselves, may be

able thereby to increase the effective use of their time.
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Chapter 1: Introduction

1.1 Background to the Thesis

Hotels are an essential and indispensable component of Thailand's tourism industry.

As Robert E. Wood states: “the heart of the mass tourism industry is the hotel sector”

(1979: 282). The hotel industry in Thailand is growing in importance in the national

economy in terms of its contributions and effects. As can be seen in Table 1.1, tourists

visiting Thailand in 1993 spent 29,329 million baht, 22.95% of total tourists

expenditure, on accommodation. With the exception of shopping, tourists expenditure

on accommodation is higher than other levels of expenditure, signifying the

importance of the hotel industry.

Table 1.1 Distribution of tourism contribution expenditure 1993

Type of Expenditure Expcenditure
Baht/Person/Day
Accommodation 733.63
Food & Beverage 481.16
Sight Seeing 165.70
Local Transport 175.25
Shopping 1,367.01
Entertainment 162.52
Miscellaneous 111.53
Total 3,196.80

Revenue Percentage
Million Baht

29,329 22.95
19,236 15.05
6,624 5.18
7,006 5.48
54,650 42.76
6,497 5.08
4,459 3.50
127,802 100.00

Source: Tourism Authority of Thailand: Statistical Report 1993

In accordance with the expansion of tourism in Thailand, there has also been a

corresponding boom in the hotel industry. As Tables 1.2 and 1.3 show, the number of

hotels in Thatland has increased each year from 1990 to 1994,



Table 1.2 Number of rooms of accommodation establishments in Thailand

1990-1994
e [ e e e e
Central (exclude BKK)

Eastern

Northern

Southern

Northeastern

114,999 144,905 156,638 165,725 242,773

Source: Tourism Authority of Thailand, Annual Statistical Report on Tourism in Thailand

Table 1.3 Number of rooms of accommodation establishments in major
cities 1990-1994
R el i el Bl Bl

Bangkok

Kanchanaburi

Chiang Mai

Pattaya

Phuket

70,963 m 91909 106,272 123,103

Source: Tourism Authority of Thailand, Annual Statistical Report on Tourtsm in Thailand

In spite of the rapid growth in the number of hotels and room capacity, the hotel
industry in Thailand is still in an early stage of development. There is a lack of "know-
how", especially in technical skill and knowledge, and well-qualified personnel

working in the industry. More importantly, there is very little hospitality research in



this area in Thailand. From 1987 to the present, only five pieces of research can be
located in state university libraries. This reflects the fact that the hotel management
concept 1s still in its infancy in Thailand. Indeed, there is a lack of both instructors and

qualified and experienced hoteliers. There is very little expertise in hotel schools in

Thailand, as well as a lack of human resources and a lack of studies of the industry:.
Qualified and experienced personnel prefer to work in the industry than to teach in
educational institutes. Also, there is a lack of training equipment in government hotel
educational institutes. Moreover, the private educational institutes are more profit
orientated than concerned with the quality of training for educational purposes, a view
which as we will see, is supported by the hotel general managers interviewed for this

study.

As a result of the shortcomings mentioned above, many Thai hotel owners have little
knowledge of the hotel industry and lack confidence in running their own hotels. They
prefer to employ professional management companies, such as Accor, to operate their
own hotels. The general pattern is that hotel industry senior managers are expatriates
coming from Europe, the United States and Australia while the middle and lower level

of employment is taken by local people.

The best way to develop this fast growing industry 1s to put the right person in the
right job and to keep well-trained and qualified personnel in the industry. This cannot

be done by providing luxury in the hotels or offering staff high salaries. It needs



management skills, and this is a major factor to be judged for efficiency and

effectiveness in hotel management.

1.1.1 Background of Thai hotel industry

The history of Thai hospitality can be traced back as far back as the Sukhothai era,
some eight hundred years ago. There are a number of old paintings showing foreign
visitors and traders, Chinese as well as westerners, visiting and doing business
(trading) in the kingdom. There are also documents and diaries of European
ambassadors and missionaries, mentioning the accommodation in Siam, the old name
of Thailand, in the seventeenth century. The first record of a hotel in the modern sense
is from 1863. At that time, there were two hotels established in Bangkok, the Union

Hotel and the Boarding Houses.

Although Thailand has a very long history of hospitality, the hotel industry in the
country has not yet fully developed. Realising that hotels are an important business
sector which brings about business expansion and employment, the Thai government

is now paying more attention to hotel development and the private sector has shown
more interest and concern in the study of hotel management. There has been an
increasing number of both government and private institutes and universities which
offer hotel management programmes (Mugbil 1992: Kitthaweerat 1992). Also, there
are training courses and seminars to help improve skills and knowledge of people who

are working in the industry. This is a response to one of the guidelines for promotion



and development of tourism between 1992-1996 that is “develop and improve the

quality of personnel relating to tourism. Enlarge the number of qualified tourism

personnel at the university and vocational education level by encouraging the private

sector to play a role in the development and training of such human resources”

(Kitthaweerat 1992).

1.1.2 Brief history of the Thai hotel industry

From the Sukhothai era to the early Rattanakosin era (1250-1851), accommodation
for travellers involved two main groups. The first group was national guests who
stayed in palaces or royal family compounds. The second group was ordinary
travellers who stayed at temples, public halls and villagers’ dwellings. During the
Ayuthaya era (1350-1767), La Lubaire, a French ambassador who visited Ayuthaya in

1687, wrote about accommodation for national guests as follows (cited in Sangpayap

1991):

There are no official residences for national guests in Siam. I saw only
common large halls, with surrounding walls of which the tops are not higher

than I can touch. The roof is positioned on wood poles fixed in those walls...l

wonder why accommodation for guests is not arranged in Asia...

The Thai hotel business began during the reign of King Rama IV (1851-1868) when
Thailand become more involved in international business with westerners. Also, King

Rama IV took a personal interest in western culture and sent Thai ambassadors to



visit Great Britain in 1857. The first record of hotels in Thailand was found during
this period as shown in “Bangkok Calendar”, an English annual book published by
Doctor Deneil B. Bradley, an American missionary. In 1863, two hotels were firstly
registered which were the Union Hotel and the Boarding Houses. These two hotels
were owned and managed by expatriates. The proprietors of the Union Hotel were
Cook, Carter and Hopkins, and the proprietors of the Boarding Houses were Captain
James White, Carter & Howard, G.W. Thomas and Lewis. In 1868, there was only
one hotel, the Union hotel, that was registered. In 1870, there were six hotels
registered which were the Union, the Falck’s Hotel, the German Hotel, the Humburg
Hotel, the Marine Hotel and the Siam Hotel. In 1871, there were four hotels which

were the Carter’s Hotel, the Falck’s Hotel, the German Hotel and the Norfolk Hotel.

The following period of King Rama V’s reign (1868-1910) was an era of
modernisation. Reformation took place in various areas in the Thai society. Western
knowledge and culture played a significant role in this period. A lot of hotels were
built in this time. The Oriental Hotel is one of the hotels that was built in 1876, and it
was the first hotel that had electricity. It was highly popular among foreigners because
of its riverside location and pure air at that time. Although there are a lot of hotels
along both sides of the Choa Praya River nowadays, the Oriental Hotel still retains its

popularity. Moreover, it won a global award for excellent service eight years in

succession (1985-1992) and became more famous.



The first hotel owned by Thais was the Hua Hin State Railways Hotel at Hua Hin
Beach, south of Bangkok. It was established in the early 1900s by His Royal Highness
Prince Burachatchaiyakorn, the father of the Thai hotel industry. From 1910 to 1925
was the period of King Rama VI. There were a lot of foreigners and businessmen
visiting Thailand, so more hotels were needed to accommodate visitors in this period.
The Royal Hotel was built in 1911, and Madame A. Staro was the owner. During the
reign of King Rama VII (1925-1934), the king ordered renovation of the Phrayathai
Palace and made it a hotel, called the Palace Hotel, to accommodate the increasing
number of foreign travellers and businessmen. It was intended to be the first hotel of

international standard. Unfortunately, these hotels did not survive.

1.1.3 Modern Thai hotel industry

From King Rama V period (1868 - 1910) up to the present, the Thai hotel industry
has expanded steadily. The Tourism Authority of Thailand was set up in 1959. In
1960, the number of the hotel rooms in Bangkok totalled 1,000 and have since
increased steadily each year. In 1979, the number of hotel rooms was 11,326 (The

Tourism Authority of Thailand 1980). The hotel industry in Thailand was given a
boost by the Board of Investment starting in the early 1960°s. In the late 1960’s, the
hotel boom radically changed the skyline of Bangkok with high-rise hotels. In the
early 1990’s there was a big jump in the number of accommodation establishments
and number of rooms in major cities in Thailand (see Table 1.4). From simple

management and a simple product, the hotel industry in Thailand has become complex



Table 1.4 Number of accommodation establishments and rooms in major cities

City

Bangkok

Central/West (excluding
Bangkok)

Kanchanaburi

Cha-Am

Hua Hin

Others

Total

Eastern Thailand
Pattaya

Rayong

Trat

Others

Total

Northern Thailand
Chiang Mai
Chiang Rai
Phitsanulok
Others

Total

Southern Thailand
Phuket

Samui
Hat Yai

Sungai Kolok

Others

Total

Northeastern Thailand
Nakorn Ratchasima

Khon Kaen
Ubon Ratchathani

Others
Total

Grand Total

Note:

Est.

549

168
53

60

246
S27

316
191
83
187

777

303
114
35

332

784

261
258
88
59
528

1,194

39
45
42
274

420

4,251

1992

rooms
48,371

2,909
2,972
2,335
8,943

17,159

24,957
7,213
2,027
9,576

43,773

12,057
4,526
1,691
10,564
28,838

17,355
6,500
7,693
2,133
17,335

51,016

3,030
2,461
1,533
8,828
15,852
205,009

Source: Tourism Authority of Thailand

1

506

163
49
62
275

549

310
203
83
215

811

293
111
39
375

818

264
274
82

60
663

60
35
25
261

381

4,408

43

1993

Est. rooms

46,664

2,961
2,911
2,334
10,797

19,003

24,722
7,488
2,027
11,576

45,813

14,499
4,395
1,663
11,575
32,132

17,426
6,736
7,678
2,313
19,802

53,955

3,173
1,863
1,264
8,522
14,822

212,389

|

551

166
62

72
322

622

334
209

97
225

865

310
136
39

382

867

268
328
96
61
751

71
38
34
298

441

4,850

Includes all accommodation, including inns, lodges and guesthouses.

04

1994
Est.

rooms

58,909

3,125
3,646
2,499
13,244

22,514

26,831
71,994
2,509
12,279
49,613

16,328
4,900
2,771
12,179
36,178

17,910
8,805
8,646
2,323
23,053

60,737

3,971
2,390
1,711
10,090
18,162

246,113

Est.

524

188
83

88
304

663

309
206
81
232

828

241
129
30
387

787

203
317
95
57
739

1,473

84
41
36
308

469

4,744

1995

rooms

63,357

5,058
4,103
2,957
12,860

24,978

26,791
8,026
2,034
12,978

49,889

14,832
4,978
2,601
12,580
34,991

18,385
8,656
8,669
2,255
23,633

61,598

4,770
2,803
1,857
10,830
20,260

255,573



In organisation and larger in size. The hotel business has changed from being the sole
province of the small business and entrepreneur to an industry including giant
multinational companies. In the past ten years, the hotel industry has been one of the
fastest growing industries in the Thai economy. Despite hoteliers’® secrecy over their

occupancy rates, according to the Tourism Authority of Thailand, the average

occupancy rates are shown in Table 1.5.

Table 1.5 Average occupancy rate of accommodation establishments in
major cities 1989 - 1993

1989 | 1990 | 1991 | 1992 | 1993

Bangkok
Chiang Mai
Pattaya
Phuket

Hat Yai
Sungai Kolok

Source: Tourism Authority of Thailand: Statistical Report 1993

A comment on a critical issue of today’s hotel business is made by Kurt Rufli,

managing director of Amari Hotels and Resorts as follows (cited in Mugbil 1993):

The main difference between yesterday’s problems and today’s is that today’s
are more complex. They are caused by external factors such as global
recession, lack of job security an unemployment; competition for Thailand as a
destination from other countries in the region, i.e. Malaysia and Indonesia,
plus the price-driven nature of the market where consumers buy on price and

not on destination preferences; environmental and infrastructure problems in

Thailand.



Since 1980 there has been substantial competition in the Thai hotel market. Many
hotels have competed ruthlessly, employing various marketing strategies such as
cutting prices, coupon schemes, double your stay policies and various product
improvements. Therefore, the industry requires more professional expertise to handle
the speed of change. Today’s hotel managers have to be equipped with management
and marketing skills as well as the ability to apply new technologies which have

emerged as aids to successfully marketing their products and services.

Although many people are involved in the operation and management of a hotel, the

heart and the brain of the hotel business is the general manager. Hotel general

managers occupy a strategic role in the midst of the hotel operation, where they are in
close contact with employees and guests, as well as executive management. The
decisions they make in this crucial position play a large part in determining the

effectiveness of the hotel staff and the satisfaction of the hotel guests. Whether the

properties they manage provide superior service and realise their profit potential is a
function of general managers' expertise. The success or failure of a hotel business
depends largely on the general manager. Realising the importance of general
managers, this research aims to investigate the time spent on various work activities
by hotel general managers, 1.e. marketing, human resource management, training and

activities involving desk work, telephone, meetings, inspections and discussions. In
order to identify the significance of general managers' roles in the hotel industry in

Thailand, the research is conducted as an empirical investigation focusing on the

leading Thai luxury hotels which are of international standard. The scope of the study

10



Is limited in order to make a valid comparison of the similarities and differences in
management between Thai managers and non-Thai managers. The research defines
the emphasis of the amount of time spent on the various work activities by
investigating how general managers perceive their roles and how they actually spend
their time. It is intended that the results of the research will not only enhance the
understanding of different approaches to managerial roles and time usage thereof, but
also provide comparison of the characteristics and uniqueness of Thai and non-Thai
general managers. Such information could enable general managers themselves to
increase the effective use of their time. In addition, it should give decision-makers,
particularly those with a non-hospitality background help in appointing hotel general

managers, through a precise understanding of their advisers.

This study aims to achieve the following objectives:

1) to analyse general managers' allocation of time spent on work activities in Thai

luxury hotels;

2) to determine the impact of personality and cultural/educational background on the

management styles of Thai and non-Thai general managers in Thai luxury hotels;

and

3) to identify hotel general managers’ managerial job patterns through the

investigation of what they do on the job against how they perceive it.

11



In this research, the concept of managerial roles is derived from Mintzberg's (1973)
study of managerial work, an observational study of the work of five top executives in
the U.S.A. Mintzberg identifies ten roles and classifies them in three clusters:
interpersonal roles, informal roles and decisional roles. The first cluster, interpersonal
roles, comprises figurehead, leader and liaison. The figurehead is the symbolic head
who is obliged to perform a number of routine duties of legal or social nature, e.g.
member of hotel association. The leader is responsible for the motivation and
activation of subordinates, staffing and training. The liaison role involves maintaining
self-developed networks of outside contacts and informers who provide favours and
information, e.g. airlines or travel agent representative, convention bureaux. The
second cluster, informal roles, comprises monitor, disseminator and spokesman. The
monitor seeks and receives a wide variety of special information, much of it current,
to develop a thorough understanding of the organization and its environment. The
monitor is the nerve center of internal and external information of the organization.
The disseminator transmits information received from outsiders or from other
subordinates to members of the organization. Some information is factual, whereas
some involves interpretation and integration of diverse value positions of
organisational influencers. The spokesman transmits information on organisation's

plans, policies, actions results and so on to outsiders, serving as an expert on the
organisation's industry. The third cluster, decisional roles, comprises entrepreneur,
disturbance handler, resource allocator and negotiator. The entrepreneur searches the

organisation and its environment for opportunities and Initiates "improvement
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projects” to bring about change, and also supervises the design of certain projects.
The disturbance handler is responsible for corrective action when the organisation
faces important, unexpected disturbances. The resource allocator is responsible for
the allocation of organisational resources of all kinds, in effect the making or approval
of all significant organisational decisions. The negotiator is responsible for

representing the organisation at major negotiations.

This research also adopts the structured observation technique which was undertaken
by Ley (1978) to study the managerial activities of seven managers in a major US
hotel chain. Ley applied Nailon’s (1968) diary method as a basis for structured
observation instead of a self-completion diary. The model presented in his study was
based on Mintzberg’s ten managerial roles. Ley attempted to control key variables
which had a major influence on the activities of the managers by limiting the number
of variables which directly affected it. Hence, he consciously predetermined to study
managers in the hospitality industry, from one company, at one hierarchical level in
only two main geographical locations. Ley assumed that there was a relationship

between the performance of specific managerial roles and judged effectiveness as a

manager. Effectiveness in his study was defined in terms of being able to initiate
activities to expand a hotel’s potential, to improve the establishment and to suggest
ideas for future improvements to top management. From his investigation, Ley found
managers perceived two roles to be dominant - leader and entrepreneur. He examined
the relationship between the leader role and entrepreneurial activities and a corporate

office rating of managerial effectiveness. The independent variable was the allocation
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of time for performing the roles and the dependent variable was managerial
effectiveness. Ley hypothesised that highly effective managers would spend more time

in the leader role as hotel chain focused on the work activities encompassed by this
role. On the contrary, the results of his study showed that two highly effective
managers spent less time in the leader role than two less effective managers. Ley
(1980: 100) explained that highly effective managers spent more time on
entrepreneurial activities than did managers with lower effectiveness ratings. The
results of his study indicated further that a hierarchical relationship existed between
the amount of time managers allocated to entrepreneurialship and judged

effectiveness. In terms of the characteristics of managerial work, Ley verified the

findings of Nailon (1968) and Mintzberg (1973) that the role of hotel manager was
seen as rapid in pace, having many interruptions, being one of action rather than

reflection and concerned with verbal rather than written media.

1.2 Hypotheses

In the past, Thai hotel owners and international chain hotels needed expatriate general

managers to manage their hotels if they wanted their hotels to reach an international
standard. This was because there were insufficient Thai people qualified to an

appropriate level in hotel management, and few Thais were familiar with international
hotel standards. As a result, non-Thai managers were very important and gained
respect in the Thai hotel industry. Nowadays, there are more Thai people who have

had a western education or have graduated from an overseas hotel school. In addition,
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Thai people now receive a higher standard of education. Yet some Thai hotels still

hire expatriate managers to give a better image to their establishments since many
consumers still hold the view that a western general manager is a symbol of

international standards.

In comparing the priorities of Thai and non-Thai managers, the emphasis is placed on

the following questions:

e How far does actual management style correspond with the managers' own

perception of their particular role?

e Is there any relationship between Thai values, culture and/or national

characteristics and the management styles?

e Have the academic background, work experience, on-the-job and the career route

of the general managers contributed to their effectiveness?

e Are Thai general managers who have an overseas education and work experience

or training as equally efficient in terms of time usage as expatriate managers?

¢ Do Thai managers who have worked overseas and possess overseas education and
training consider that their work experience contributes to their credibility in terms

of their work?
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To find the answers to these questions and those attendant on the other objectives

listed earlier, three hypotheses are formulated:

1.3.1 all the general managers in the study judge their managerial effectiveness in
terms of their personal constructs, specifically, personal background and

education, personal attitude, management style, and career path;

1.3.2 the non-Thai general mangers consider that cultural orientation contributes to
their effectiveness, whereas the Thai general managers consider that overseas

education and experience contribute to their effectiveness; and

1.3.3 there is no positive correlation between the amount of time allocated to a

specific work role and the significance of that role.

1.3 Methodology

Both quantitative and qualitative methods of data collection were employed in this

research. Written questionnaires, interviews and periods of observation were used in
sequence. First, questionnaires were mailed to ninety-eight general managers of luxury

hotels with the room rate ranges from 3,000 baht, approximately £100, to 45,000
baht, approximately £1,500, nation-wide (see Appendix A). Then, after collecting the

responses to the questionnaires, interviews were conducted with some of those
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general managers on a volunteer basis. Lastly, observations were undertaken of the

work routines of eight general managers from the same respondent group.

The written questionnaire was divided into three parts. The first part sought personal
data on general managers. The second part asked for the general managers’

perceptions of their work activities. The third part consisted of open-ended questions

asking the general managers to evaluate their performance and management style. The
purpose of the questionnaire was to survey the factual and biographical details relative
to general managers' background - 1.e. professional, academic and socio-cultural - and
the allocation of time spent on their work activities. Questionnaires were sent to the
general managers of Thai luxury hotels. At present, there is no official hotel
classification in Thailand. The Tourism Authority of Thailand ranks hotels in the

country by the room rates which fall into five groups:

Group 1 single room-rate of 3,000 baht and over;
Group 2 single room-rate of 2,000 baht and over;
Group 3 single room-rate of 1,000 baht and over;

Group 4 single room-rate of 400 baht and over; and

Group 5 single room-rate of 200 baht and over.

Therefore, the researcher defined the room rate in the first rank from the Tourism
Authority of Thailand's classification (1993) (i.e. the room rate of 3,000 baht and

over) as a luxury hotel.
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Of ninety-eight mailed questionnaires, fifty were returned as usable responses which
represented a 51.02% response rate and comprised 48 male general managers and 2
female general managers. These general managers managed a diverse range of

properties and hotel categories - i.e. city hotels, resort hotels, national chain hotels,

international chain hotels and independent hotels (see Table 1.6).

Table 1.6 : Property profile of surveyed General Managers (n=50)

Percentage

Classification of property
City Hotel 52%
Resort Hotel 44%

Others
Category of property
Asian chain

Western chain
International franchise

Number of rooms

26
22
2 4%
9
10
3
28
1

51-100
101 - 250 20
251 - 400 18
Over 400 rooms 11

After collecting the responses to the questionnaires, fifteen Thai and non-Thai general

managers, both male and female, were selected for personal interview. The personal

interviews were semi-structured and conducted with those general managers who
were willing to co-operate in the study. Some questions in the interviews were open-
ended, providing respondents with the opportunities to express their views on their
management styles. This assisted the researcher to gain some in-depth knowledge of
the general managers' perception of the allocation of their time spent on work roles,

and the nature of those work roles as carried out in practice.
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The final session of this field work was the structured observation of daily working

practices of eight selected general managers, four Thais and four non-Thais. The

observation was conducted on a voluntary basis, and the observation period was five
consecutive working days spent with each general manager. Due to the confidentiality
required by each hotel company, the researcher was excluded from private meetings
or sensitive communications during the observation period. The reason for conducting
the structured observation as the final stage was to substantiate the findings of the
survey as well as to provide the researcher with an opportunity to judge whether the
general managers' perceptions were related to, or different from, what actually
happened in practice. In other words, observation was conducted in order to identify

whether or not perception and practice coincided. Therefore, a filter model was used

(see Figure 1.1).

Figure 1.1  Filter model

Questionnaire (n = 50)

Interview (n = 15)

Observation
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1.4 Potential contribution of the Study

Since the hotel business, and hotel management in particular, has not been fully
developed in Thailand, this study aims to make a contribution to the theory and
practice of hotel management. As the research focused on the work roles of general

managers, it will benefit the future development and training of potential general
managers for hotel management in Thailand. In addition to hotel management, the

research is intended to benefit three major groups as follows.

1.4.1 Hotel industry

The significance of these findings will be beneficial to multinational hotel investors,
agent companies and Thai hoteliers as well as to the development of potential general

managers in the future. The results reflect directly trends in the training of general
managers. Thus, management can utilise the results to establish criteria to assess
general manager's qualifications to match job requirements. This concept of putting
the right person to the right job can also be applied to other positions in management
and operational levels. Furthermore, it confirms that Western management concepts

can be applied to Thai organisational culture. In addition, the research reflects the fact
that both Thai and non-Thai general managers have adjusted themselves and their
management styles to fit the culture of the organisation. Potential general managers

can learn the art of blending Western management concepts with Thai culture in order

to enhance a successful career.
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1.4.2 Hotel School Institutions

The findings may lead to changes in human resource management in the hotel sector
and to an increased awareness in planning the curriculum of hotel studies in hotel
schools and institutions whose growth is booming as a result of the rapid expansion of
the hotel and catering industry. In addition, this piece of research emphasises the need
for human resources at all levels in the industry, including the students who will enter
the industry, to be well-trained and qualified in hotel management. Hotel schools and
universities should recognise the importance of the curriculum and plan courses with
clear objectives that are relevant to the need of the industry for both operational and

management levels.

1.4.3 Government

Since the findings of this research reflect the need for training in the industry, the
government should recognise the need for qualified labour in the industry. As the

industry is rapidly growing, the government needs to co-operate with hotels and assist

hotel schools and similar institutions to improve their curricula and quality of teaching
by funding the training for teachers and lecturers, supplying teaching materials and

instruments, as well as planning a budget for state hotel schools and universities.
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1.5 Organisation of the Study

This thesis is divided into seven chapters. The first chapter is an introduction to the
research and an overview of the hotel industry in Thailand. In addition, Mintzberg’s

(1973) theoretical concept of management, in terms of ten managerial work roles, and
Ley’s (1978) study of managerial effectiveness in the hotel industry using a structured

observation approach are addressed.

The second chapter is the review of the related literature. The work roles from

Mintzberg's models, the work activities of the general manager and the concept of
management style are defined. In addition, managerial work studies in the hospitality

industry are reviewed.

The third chapter provides the research design, the methodology used in the

investigation, as well as instruments and methods for data collection. The sample

procedures for the research are also explained.

The fourth chapter is an introduction to Thai culture and values which involve the
Thai approaches to work in the hotel industry. This chapter also examines the concept
of Thai culture and cross-cultural management, since it is a vital variable in the

research.

The fifth chapter is divided into two parts. The first part is the analysis of the

questionnaire results, and the second part is the analysis of the semi-structured
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interview results. The chapter also presents the statistical results of time allocation on
the ten managerial work roles from both the questionnaires and the semi-structured

interviews. The results from the statistical analysis of the data collected are also

discussed.

The sixth chapter examines the framework of the specific work roles, work activities
and time allocation. It includes the third part of the field work, i.e. the results of the
eight structured observations of hotel managers. The similarities and differences in the
emphasis on work roles, time allocation on the work activities and the relationship to
the management styles of Thai and non-Thai general managers in the study are

identified and discussed.

In conclusion, the seventh chapter places the implications of the study of the work

roles, time allocation and management styles in the Thai hotel industry in context. It

also offers a summary of the research as well as suggestions for future research.
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Chapter 2: Literature Review

2.1 Introduction to the study of management

The purpose of this chapter is to review the literature associated with the connections

between managerial behaviour and performance of work activities. The literature
concerned with the time and contact patterns of managers, managerial work
connected with the hospitality industry, and factors which influence managerial work,
are reviewed to clarify the definitions of these concepts in order to develop a

framework for the particular research embodied in this thesis.

Management practice and research have been aimed at improving managers’ ability to
perform better technically and administratively. Historically, the first set of issues dealt
with in management, by practitioners such as Taylor, was productivity: how to
accomplish tasks or work more rapidly and efficiently. The focus was on helping
managers perform their technical responsibilities. The second set of issues focused on
how the whole organisation could become more productive. There were two parallel
developments. One believed in finding more effective ways to divide work among
people and units and better ways to co-ordinate these efforts. Thus, the focus was on
the way the organisation was structured. The other found an organisation’s
performance could be improved if its employees were more motivated to do their

work. Hence, researchers tried to determine how feelings and attributes affected the

performance of the workforce. Management researchers began to study organisational
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structure and behaviour with consequences which were important to managers’

administrative efficiency.

2.1.1 Theoretical perspectives on managerial studies

By the late 1800s, the rise of large companies in many industries in the United States
threatened the survival of medium and small companies which could only compete by
achieving lower costs per unit of production. Therefore, business managers became
more concerned with efficiency which led them to experiment systematically with
ideas to improve productivity and efficiency. Accordingly, the work of these managers
and researchers was called scientific management, a term invented by Frederick
Winslow Taylor (Baird et al. 1990: 35). Frederick Winslow Taylor (1856-1915) 1s
widely known as the father of scientific management. He was an engineer who
worked in the late 1800s and early 1900s to improve efficiency in the production of

industrial and consumer goods.

Having been a labourer himself, Taylor believed that labourers deliberately set to

work slowly because they feared being laid off if they finished a job too quickly. This
practice went largely unchallenged because there was little in the way of systematic
analysis of how long it should take for labourers to complete their work. Thus, Taylor
proposed the basis of scientific management - analysing jobs to find out how long they

should take and how best they might be performed, then training the employees to do

the job, paying them according to what they accomplished. He then established
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management concepts of a “fair day’s work” and a “differential piece rate” system. He
urged employers to pay workers on the differential rate system wherein workers who
met high standards (“first class men”) would be rewarded with higher wages than
those who were below the standard. Taylor saw many advantages in this system as he

noted in a speech to the Cleveland Advertising Club (quoted in Wren 1994: 130):

Scientific management at every step has been an evolution, not a theory. In all
cases the practice has preceded the theory ... all the men that I know of who
are connected with scientific management are ready to abandon any scheme,
any theory, in favor of anything else that can be found which is better. There is

nothing in scientific management that is fixed.

Also, Taylor believed among the best outcomes of the differential piece rate system

was that it promoted more friendly feeling between workmen and their employers

because it served both their best interests. However, this system did cause conflicts

elsewhere as Wren (1994: 131) notes:

Taylor had his failings as well as his virtues. His Principles of Scientific
Management, for example, contained more advocacy than fact, and was more

reform minded than scientific. He spoke of a “true science of management,”
yet in practice violated fully done nor was the rate rationally developed. He
used Grantt’s task and bonus scheme rather than his differential piece rate
because it worked better. Thus he was willing to try a better way if it could be

found - he never concluded that there was only one way.

Another interesting point related to this issue is noted by Rose (1981: 39) as follows:
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Taylor’s simple-minded conception of science did not include the notion that
propositions in the imperative mood cannot be deduced from those in the
indicative, but its truth is here given a back-handed recognition. Fairness in
payment clearly demands some social reference-point. But whose reference-
point should this be? Certainly not the worker’s; the worker is not a scientist.
In theory, it should be that the scientific manager. But of course, in practice,
the reference he will be obliged to adopt must also take into account the ability

of the enterprise to continue showing a profit.

Rose also notes that Taylor’s work concentrated more on investigating the job and
how to make the best out of it rather than upon human psychology because the

concept of psychology in management was not developed at that time (Rose 1981:

38):

One can hardly condemn Taylor for ignoring the psychology of individual
differences, since it was only poorly developed at the time he was preparing
his system. And it is true that he did make genuine discoveries about the more

efficient performance of certain tasks. There were, however, simple labouring

operations in which the psyche is not importantly engaged.

There were two obstacles which slowed the adoption of scientific management.
Scientific management posed a major threat to the powerful foremen and union
leaders who exercised ultimate control over job assignments and methods of operation
in a factory. The second obstacle came from the workers themselves. According to
Taylor, workers wanted to work in the most efficient manner, to perform their work

with a minimum of effort, and to be better paid for increased productivity. It was also
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assumed that workers would submit to having their physical movements and thinking
about the job standardised. However, employers attempted to set higher norms for
production and sped up the assembly line without improving wages which increased
resentment and employee dissatisfaction. Instead of a “fair day’s pay”, management

used increased productivity as a reason for laying people off.

However, the efficiency of scientific approaches to production was too valuable to

abandon as Wren (1994: 131) notes:

On balance, Taylor left an indelible mark on his age and ours. He was not
alone, but was joined by numerous others who apply, adapt, refine, and spread

the idea of scientific management. Taylor provided the polestar to a significant

era in the evolution of management thought.

To enhance productivity beyond the levels achievable through technological
innovation, researchers and managers designed methods to manage people, co-
ordinate their work, and enhance their productivity. These methods were developed in

two distinct but interrelated ways: though organisation theory and behavioural study.

2.1.2 Classical Organisation Theory

While Taylor focused on the technical activities of organisations, Henri Fayol (1841-
1925), a Frenchman, examined the problems of improving the quality of managerial

work. He was hired as an engineer by a French mining company and worked his way
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up the ranks to manager, general manager, then member of the board of directors.

Fayol focused on the administrative level of organisations. From his extensive
experience, he concluded that a company’s success was due to managerial as well as

engineering skill. Fayol identified six basic activities which he believed were

fundamental to the operation of any organisation:

e technical (production, manufacture, adaptation),

e commercial (buying, selling, exchanging),

e financial (searching for and optimum use of capital),

e security (protection of property and person),

® accounting (stocking, balancing sheet, costs, statistics), and
 managerial (planning, organisation, command, co-ordination, control).

Fayol became a pioneer in the field of management because he distinguished
managerial activity from all other activities in organisations and conceived of

managerial activity in terms of its core functions which he defined as:

e planning — the process of setting performance objectives and

identifying the actions needed to accomplish them;

e organising — the process of dividing up the work to be done and then

co-ordinating results to achieve a desired purpose;

e commanding — the process of directing the work efforts of other people to

successfully accomplish their assigned tasks;
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e co-ordinating — the process of ensuring activities and resources are

working well together towards the common gaol; and

e controlling — the process of monitoring performance and progress to

ensure that plans are being carried out properly.

These functions of management were meant to be carried out in all aspects of the

organisation: technical production, marketing, finance, and accounting security.

These core functions were developed and subsequently acquired a fundamental status
in modern management theory as reflected in the work of contemporary researchers
and writers such as Terry (1953), Koontz and O’Donnell (1955), Schermerhorn et al.
(1991: 16-7), and Wren (1994). All these writers recapitulate and refine Fayol’s core
functions in various ways. First, George Terry (1909-1979) reflected them in his
book, Principles of Management, in 1953 as “the activity which plans, organizes, and
controls the operations of the basic elements of men, materials, machines, methods,
money, and markets, providing direction and co-ordination, and giving leadership to
human efforts, so as to achieve the sought objectives of the enterprise” (Wren 1994:
351). Then, Harold Koontz (1908-1984) and Cyril O’Donnell (1900-1976) defined
management in their book in 1955 as “the function of getting things done through
others”. They followed Fayol’s path by explaining the managerial function as

planning, organizing, staffing, directing, and controlling, and these functions were

exercised by managers simultancously. They also emphasised that these functions
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contributed to organizational co-ordination (Wren 1994: 351). Wren himself

comments (1994 352):

The applicability of planning, organizing and controlling achieved the great

£

agreement. Fayol’s “command” became a source of much disagreement in
terminology: for some it was directing; for others, supervising, leading,
actuating, or whatever. Staffing, which Fayol had subsumed under organizing,
achieved some recognition as a separate function either explicitly for human
resources or more generally under the heading of assembling resources.
Coordination began and endured as a separate managerial function until 1954;
afterwards, it became an integral part of the entire process. As Fayol’s lead to

some changed ideas about what managers needs to know.

Later Schermerhorn et_al. (1991) described the “four functions of management -
planning, organising, leading and controlling” as a basic foundation for managerial

effectiveness (See Figure 2.1).

Figure 2.1  Planning, organizing, leading and controlling - four functions of

management

Organizing

FOUR Dimding up the work
FUNCTIONS Assigning pecple to

Taking action to . OF jobs
ensure desired result Allocating resources
MANAGEMENT Coordinating results

Leading
Creating vision
Inspiring commitment
Directing efforts
toward a common

purpose

Source: Schermerhorn, J.R. et al., Managing Qrganizational Behavior, (1991: 17)

32



Fayol’s orniginal work, Administration ‘Industrielle et _Générale, was published in
French in 1917 and later was translated into English in 1930 when British and
American managers began to take advantage of his contributions to the study of
organisations. Fayol was among the first management writers to offer a list of
principles of management to guide practising managers. Each of his principles, which
are listed in Figure 2.2, was considered as a general statement involving a basic idea

that can be applied in different kinds of organisations and in different ways.

Figure 2.2 Fayol’s fourteen principles of administration

1. Division of Labour Through specialisation of labour, maximum efficiency can be achieved.

2. Authority and Responsibility  Authority is the right to command and the power to make oneself
obeyed. Responsibility is the reward or penalty accompanying the use of power.

3. Discipline The essence of discipline is “obcdience, diligence, energy, correct attitude, and

outward marks of respect, within this limits fixed by a concern (organization) and its employees.”

4. Unity of Command Everyone should have one, and only one, boss.

S. Unity of Direction There should be only one manager and one plan for all operations of the
same type. This assures consistency and responsibility.

6. Subordination of Individual Interest to the Common Good The goals of the organization take
precedence over the goal of the individual.

7. Remuneration Employees should be paid fairly for their work, and the payment should be an
incentive to perform well but not lead to unreasonable rewards.

8. Centralization Authority and responsibility should not be too centralized in one manager, There
should be enough delegation to others that subordinates are encouraged to work well, yet
enough centralization to ensure accountability within the organization.

9. Hierarchy The line of authority in an organization (scalar chain) runs from top to bottom in a
straight line. Communications should normally follow this path, although administrators should
be able to communicate across the organization to their peers at the same level of authority.

10. Order To run well, an organization should have a place for everything and everything should be
in its place.

11, Equity 'The organization runs best when there is friendliness among employees and managers
and when managers act fairly toward others.

12, Stability of Staff Employee turnover is unhealthy for organizations. Good administration
encourages commitment and long-term associations from employees.

13. Initiative  Subordinates should be given the opportunity and freedom to conceive and execute a
plan, even if it sometimes fails.

14. Esprit de corps  The morale of an organization’s people is an asset and should be cultivated and
encouraged by administrators whenever possible,

Source: Lloyd S. Baird et al., Management: Functions and Responsibilities, New York, (1990: 45)
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While Fayol focused on making management more effective, Max Weber (1864-1920)
focused on structuring the organisation. His major contribution was a framework of
what he called the characteristics of bureaucratic management. He claimed these

characteristics were necessary for an organisation to run smoothly. Weber’s

characteristics of bureaucratic management are as follows.

1. Division of labour — functions and tasks should properly be
defined and people should specialise so they
be able to learn that how to achieve a

common objective.

2. Hierarchy of authority — a clear hierarchical chain of command

should be well defined in an organisation so

workers clearly understand to whom they

are responstble.

3. Formal selection — employees should be hired and promoted on

the basis of qualifications and expertise.

4, Career orientation — managers should be professionals and

devoted to the career of management.

5. Formal rules and controls — formal rules and controls should be
developed and used to guide and monitor

employee behaviour.

6. Impersonality
— rules should be impersonally and

continuously recorded in written reports,
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and uniformly applied limiting decision

making and actions.

Weber did not intend to create the atmosphere of red tape and slow response
associated with the word “bureaucracy” today. He was concerned with creating a
well-run organisation where decisions were made which based on facts, and people
were rewarded and punished according to their competence and performance. These
ideals of bureaucratic management still have consequences for organisations even

today.

As organisations grew in size and complexity, the search for a theory of organisation
led Weber to his bureaucratic model. However, modern organisations have become
much larger and more structurally complex than was the case in Weber’s time, with
more layers of management and more specialised departments. The division of labour
and co-ordination mechanisms have become more elaborate and different levels of
management exercise varying degrees of authority. Yet, there are a number of

dysfunctions in modern bureaucracies as shown in Figure 2.3.
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Figure 2.3
associated dysfunctions

Characteristics of Weber’s Ideal Bureaucracy

Labor i1s specialized so each person has clear
authority and responsibility.

Offices and positions are arranged in a hierarchy
of authority.

Members are selected and promoted on the basis
of technical competence.

Members have administrative careers and work
on a fixed salary.

Members are subject to rules and control that are
strict and impersonal and are applied
universally,

The characteristics of Weber’s ideal bureaucracy and some

Associated Dysfunctions Identified by Critics

Overspecialization stimulates a divergence of
interests that lead to conflict.

A very formal hierarchy creates inflexibility in
following “official” channels.

Bureaucracies become political systems serving
an elite corps of managers.

Conformity to the organization’s way can be
detrimental to one’s mental health.

Rules become ends in themselves; rules can only
specify minimum requirements.

Source: Schermerhorn, J.R. et al., Managing Organizational Behavior, (1991: 318)

Weber was neither right or wrong in suggesting that organisational structure is a tool
for implementing strategy. In some situations, a rigid bureaucratic structure is best
while in others, a flexible structure works more effectively. The important point is
how each organisation is designed to build on the strengths of the bureaucratic form,

minimising its weaknesses, and how each of these very large organisations adjusts the
bureaucratic form to fit external and internal requirements. The organisational design

also depends on the available technologies, the nature of the organisation’s

environment and the desires of senior management.

To sum up, both Fayol and Weber attempted to present schemes for coping with

large-scale organisations but from different backgrounds and perspectives - Fayol by

his contribution of the principles and elements of management; and Weber by his
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search for a blueprint of rationalised structured arrangements for the purpose of

ensuring organisational efficiency.

2.1.3 The Human Relations Movement

In time, the need for a better understanding of human behaviour grew out of the
deficiency of scientific management as a putatively comprehensive model for
improving management effectiveness. The quest for efficient production methods,
better technology, and more closely controlled work procedures often encountered
resistance from workers. Human relations is a term used to describe an approach

towards management that emphasised people rather than machines as Wood (1994:

23) notes:

Exponents of the human relations approach did not regard economic factors as
being necessarily the prime motivator in the workplace. Non-economic
rewards could, it was felt, be more important. In particular, the social
conditions of employment, the human need for sociability and employment of
personal relationship, and the need for security could be equally as significant
as, or more significant than wages for position and motivated experiences of
work. Job satisfaction was regarded as being as important to productivity as
financial rewards by human relations specialists - a happy worker was a

productive worker!,

During the 1930s and 1940s, the work of Elton Mayo and others studying the

psychology of workers became widely known, as Mayo and his colleagues from
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Harvard University began the Hawthorne studies - a series of experiments at a
Western Electric plant conducted over a two year period, from 1924, It remains one
of the best known cases in the history of management studies. Following scientific
management, Mayo had previously studied the problems of physical fatigue among
workers in a textile plant in Philadelphia. At the Hawthorne plant, the challenge was
to study the relationship between output and illumination and investigate the effect
that changes in illumination had on productivity. If the optimum level of illumination
could be identified, all lights could be adjusted to that level and productivity could be
increased. Mayo varied the lighting in several departments. All other working

conditions were left as they were and the productivity of all groups increased.

A second series of experiments was begun in 1927, partly to resolve the confusion
presented by the first set that illumination was not the answer to the research problem.
These experiments were conducted by Mayo and a new group of researchers from
Harvard University over a five-year period. A test group was carefully selected and
subjected to changes in wages, rest periods, duration of workweek, temperature,
humidity, and other factors. The results bore no relation to the changes. Agamn the

productivity increased. However, the researchers could not find any direct connection
between changes made in physical working conditions and worker appraisals. Mayo

concluded that the explanation must lie in the attitudes of the workers towards their

jobs and the company. Mayo had changed the relationship between management and
the team of workers being studied in order to change workplace conditions. The test

subjects were under less strict supervision than the other employees. Mayo and his
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team suggested that the new “social setting” created in the test room explained the
increased productivity. Workers' performance improved because these employees
believed they were part of an important group whose help and advice were being

sought by the company. They believed management was concerned about their

welfare.

Human relations rather than physical workplace conditions was thus recognised as the
key variable in productivity levels. The Hawthorne researchers conducted a third
experiment, adopting an anthropological method, which began in 1931. This
experiment involved no changes in workroom conditions. Also, their interest shifted
from physical working conditions to the “social setting” of work. In this experiment,
Mayo identified the powerful and complex effect of group norms on productivity and

group identity. Workers who produced above or below the norm set by the group met
with some form of disapproval from the other members of the group. Thus, human

factors were found to have a significant impact on productivity.

According to evidence from this third experiment, Mayo and his colleagues postulated
a new dimension to the study of management, namely, workers often belonged to
informal groups that greatly influenced whether a job would get done on time, or a
new employee would be accepted into the organisation. Consequently, managers and
researchers began to realise that people’s needs and attitudes sometimes had much
influence on worker performance and productivity as the production system. Some

researchers and business managers saw the problem in different terms. Some found
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that motivation related to the individual values and attitudes of workers themselves.
For that reason, researchers concentrated on identifying the human factors that would
stimulate people to be more productive. Another important finding was a sense of

belonging or being part of a group was essential to one’s job satisfaction.

As researchers became more aware of the importance of people to the success of
organisations, a lot of effort was made to communicate these ideas to practising
managers. Unlike scientific management, human relations was based on metaphysical
explanations and encouraged people to investigate and discover which way they were

going for themselves rather than using established techniques as Wren described

(1994: 319):

Human relations was based on intangibles, not on hard, scientific investigation,
and there were no final answers, that is, nothing positive or fixed in solutions

to human problems.

Thus, the term “human relations” was used to describe an entire approach towards
management that emphasised people, human factors, rather than machines. Although

both the human relations approach and scientific management examined the problem

of increasing productivity, these approaches were thus quite different.
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2.2 Managerial Work Studies

There have been many studies of managerial work and what managers do. A review
of the historical development of management theory shows that early studies - such as
those by Fayol and Taylor - defined management in terms of effective management
subjected to personal experience and the ability to systematically analyse the work
tasks of managers. Many of these early studies were concerned with understanding

what managers did in terms of functions.

2.2.1 Historical studies

A classical management theory and one of the most widely cited in terms of its

prescriptions for effective management, as noted earlier, was established by Henri
Fayol, a French mining engineer. He attempted to classify managerial activities and
introduced the concept of five basic managerial functions which were: planning,
organising, co-ordinating, commanding and controlling (Fayol 1916). It is perhaps
remarkable that Fayol's approach remained influential in management theory until
there was a distinctive break with this prescriptive tradition as a result of a study
conducted by Mintzberg (1973) which examined managerial work by focusing on

the job rather than the person, on similarities in managerial work rather than

differences, and on the content of managerial work rather than its characteristics.

Mintzberg (1991: 21) begins from the proposition that:
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If you ask managers what they do, they will most likely tell you that they
plan, organise, co-ordinate, and control. Then, watch what they do. Don't

be surprised if they can't relate what you see to these four words.

This quotation reflects Fayol's view that managers plan, organise, co-ordinate,
command and control. However, Mintzberg did not quite agree that there was any

connection between these five functions and managers’ work - what managers

actually do. In general, studies of managerial work from Mintzberg onwards do not
attempt to “prescribe” what managers do but to “analyse” what they do. These studies

in the managerial work tradition mainly attempt to answer three questions:

— how do managers spend their time and with whom?

— what do managers do? and

— what influences what they do?

To understand how significant Mintzberg’s work is, it is first necessary to note that he
was not, as such, the pioneer of studies of managerial work in terms of content - what
managers “do”. Prior to Mintzberg there were many attempts to elicit such aspects of

managerial work. Rather, Mintzberg’s work acted as a catalyst by which his own

work, and earlier studies, received more attention.

Thus, Carlson (1951) conducted one of the first significant empirical studies of

managerial work, involving nine Swedish managing directors, using diary recording
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forms. He asked the managers to fill out time diaries to record their daily activities as

follows:

— place of work;

— contact with persons or institutions (subordinates, customers, etc.);

— technique of communication (direct: personal observations, conversations, regular
and ad hoc conferences, telephone calls; indirect: via persons, via papers);

— nature of question handled being: a) field of activity or functional area (finance,
production, personnel, etc.); b) development of current operations; and c) policy
or application); and

— kind (or content) of action (getting information, advising and explaining, taking

decisions, giving orders).

These areas of his interests became a model for later studies. For example, Burns
(1954) analysed the relationships of four middle managers in one department group of
an engineering factory for a period of five weeks, also using the diary method of
recording. A weakness of the diary method used in the study lay in the inaccuracy of

the time recorded for tasks by the four managers because each manager decided the
allocation of time for himself. Burns tried to overcome this weakness by making cross

references among the four managers’ records and taking the differences into account.
However, the results still only constituted an estimate of the time spent by managers

on their tasks: Burns discovered that managers were very poor at estimating their own

time usage. He assumed that the managers’ estimates were related to the expenditure
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of effort that derived from demands made on their energy and capacity rather than on
their time. Each manager’s estimate of his own time spent on production was closer
to actual findings. Most of the group, particularly the two senior managers, thought
that production absorbed most of the time of the others. Burns found that on average
the four managers spent 80 % of total time recorded in conversation. The records
showed that one third of their time was spent on production and a sixth on personnel.
Burns found that there was a restriction in the range of contact within the department,
no member of the selected managers seeing more than a third of the total personnel,
half of whom had no recorded contact with any of the four managers over the five
week period. There was a remarkable tendency for interaction to be initiated
downwards rather than upwards. The even balance at the same status level served to
maintain communication circuits among groups of equivalent status which crossed
departmental boundaries. The communication “leaked” from level to level through
contact individuals and the ground at a lower level was prepared for likely action.
Furthermore, Burns’ finding that the group overestimated the time it spent on
production and underestimated the time it spent on personnel, indicated a lack of
awareness of the extent of their absorption in internal problems of “human
relationships”. Most of the interaction of the executives inside the department was
internalised within a staff group of fourteen; and two-fifths of 1t was further

internalised within the executive group itself. Moreover, the executives tended to
“stay inside” physically as well as socially - that is, within the walls of the office. A

second study by Burns (1957) carried out using the same method involved a larger

sample of seventy-six senior and middle managers. In this study Burns found that a
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senior management group spent half of the total time spent in conversation and with

people within the concern, whereas junior managers spent more time issuing

instructions and decisions than the senior managers did.

The main findings of both studies were that managers spent a high proportion of time
on conversation, and much horizontal and parallel communication. Also, Burns
revealed that managers had a tendency to spend considerable time with a selected
group of other managers. He established a picture of managerial work that depicted
managers as poor at estimating their own time allocation, especially that time spent on
human relationships. What Carlson and Burns found in common was that managers
tended to be reactive rather than proactive. They spent a large amount of their time
communicating with others, they had few periods of uninterrupted time, and the

nature of their work was highly fragmented.

Copeman (1963) used the diary method for a comparison of the work of fifty-eight
chief executives and department heads. He found that the chief executives spent more
time (fifty-three hours per week) than the department heads (forty-three hours per
week) on their jobs. Likewise, the executives spent more time writing and planning,
but less drafting reports. They spent the same amount of time as department heads in

contacts with subordinates, but spent 1.5% of their time with superiors while
department heads spent 14.5%, and more time with their colleagues (16% versus

10.5%).
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Dubin and Spray (1964) studied eight American senior and middle managers for two
weeks and attempted to establish how they spent their time. They found that higher-
level managers were less likely to concentrate their time on a single activity. There
was no increasing tendency at the higher levels to spend time in horizontal
relationships. The finding was in contrast with Burns’ study (1954). Managers at all
levels spent substantial time in these relationships. Dubin and Spray concluded about
other variations in managerial work that top executives and those employed in client-
centred industries were more frequently in contact with people outside the
organisation than their subordinates, whereas functional specialisation allowed the
particular executive to spend long periods of time performing his special tasks without

need to contact or co-ordinate with others.

Horne and Lupton (1965) used diaries to study sixty-six British middle managers for
one week, concluding among other things that these men were not overworked and
that the time spent in particular functional areas indicated specialisation by type of
manager (for example, personnel) but not by level. In addition, these researchers made
an explicit attempt to study content, using FOUR, a substitute for POSDCORB. The
POSDCORB is an acronym developed, by Luther Gulick (1937), for various

functional elements of the work of an executive. POSDCORB stands for the

following activities:

e planning;

e organising;
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o staffing;

e directing;

e co-ordinating;
e reporting; and

* Dbudgeting

Hence, FOUR stands for formulating, organising, unifying and regulating. These were
the consequence of Henri Fayol's study - managerial activity core functions: planning,
organising, commanding and controlling. Horne and Lupton suggested that the
managers spent a great amount of their time on non-formulating activities. The
managers in the study listed “regulating” to some degree more frequently and
“organising” rather less frequently. To sum up, Horne and Lupton’s study suggested
that the systematic self-recording of activity enabled the researcher to more
thoroughly understand managers’ activities. In addition, they argued that their results
had practical implications as showed many of the managers in their study could re-

organise themselves and their department after they examined their records.

Thomason (1966) attempted to produce generalisations about managerial work roles
and relationships. His two main assumptions were that managerial activities and
communications formed a pattern and were not randomly distributed through time;
and the data attained by self-recording or observation were sufficiently valid and

reliable since Burns’ studies had shown how managers apparently made wrong

estimates of their time spent. Thus, Thomason conducted a series of studies of various
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patterns of managers in the area of communication. The studies consisted of eight

studies carried out by members of the Churchill College Management Course
attempting to measure their activities. The samples varied in size and the quality of

data collected by the students varied considerably.

Studies of this set led Thomason to conclude that communication structures look like

a patch-work strip of centres and gaps with a recurring pattern of communications

extending down the hierarchy. In contrast to the previous three researchers (Carlson,
Burns and Dubin), these series of studies suggested that a managerial position should
be considered in terms of the activities associated with the position and that the
distribution of amounts and directions of communications in a hierarchy were subject
to some distortion. In addition, Thomason verified variations in job by functional area.
He found that the time spent on production decreased while time spent on policy

increased as managers move up the hierarchy. His significant conclusion is that

communication centres may be the centre for specialised information. The overall
hierarchy becomes a composite of different subject-oriented, communications
networks, with the centre of this network lying at the point of the hierarchy to which

the subject is allowed or required to penetrate.

Kelly (1964) used activity sampling to study the work of four section managers of the
Glacier Metal Company. The activity sampling involved random and momentary
observations of activities. During a three week period, Kelly made two thousand eight

hundred observations to collect data similar in nature to that associated with the diary
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method. His main finding was that the job determines what managers do, not an
individual required style. Thus, in his view, the job is the principal determinant
structure to the behaviour of section managers and personal factors are of limited

significance in determining managers’ behaviour.

During the 1970s, Mintzberg (1973) and Stewart (1976) contributed their
distinguished research to the study of management. Stewart in particular conducted
many pieces of research concerning managerial behaviour. Although both made an
effort to understand managerial work, they put emphasis on different aspects of
managerial activities and approached such activity in different ways. Mintzberg was

interested in similarities of the job whereas Stewart was interested in differences.
While Mintzberg (1973) adopted structured observation methods to mark down key

characteristics in the nature of managerial work, Stewart (1976) adopted the use of
the activity diary as her main method in order to elicit an understanding of the

underlying constructs which affect managerial work. Both techniques have been
popularly used among management researchers (the diary method as we have seen has
an established popularity: as will be shown later, observational techniques are a more
recent innovation). Whereas Stewart's studies offered new insights into managerial
work, her research also reinforced the findings of early studies, namely that managers
tended to be reactive rather than proactive, spent a large amount of time (60-90%)
communicating with others; had few periods of uninterrupted time; and experienced

their work as highly fragmented. However, her studies indicated that managerial work

might vary both with function and level. A picture of managerial work emerged as
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having a number of general characteristics but there were distinct differences between

type of manager, those in different functions and at different levels in the hierarchy.

Stewart’s research was significant for understanding how managers allocated their

time.

As with earlier studies, Stewart employed the diary method. Stewart (1967) studied

the way in which 160 senior and middle managers spent their time for a period of four

weeks. She made almost no attempt to study work content. In this study she analysed

the results of twenty five variables and identified specific “types” of manager based on

different activities such as a planner, a generalist or a multispecialist. Each type had a

distinct work pattern. She classified the managers into five categories:

The Emissaries:

The Writers:

these managers spent much of their time away from the
company, dealing with and entertaining outsiders. They
worked longer hours than any of the other groups, but
mainly on travelling and entertaining. Their days were
less fragmented than other groups except “The
Writers”. Typical of this group were the sales

managers and senior managers who acted as public

figures.

these managers spent a greater deal of their time in
writing, reading, dictating, and figure-work. They were
solitary by comparison with other managers. They
spent the least time in group contacts. They worked

shorter hours and were less subject to day-to-day

pressures. Staff specialists or those who manage them -
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¢ The Discussers:

¢ The Trouble Shooters:

The Committee-men:

the assistant manager of a computing branch, the chief

electrical engineer belonged to this group.

these were the average managers. They spent most of
their time with other people and particularly with their
colleagues that they could be called the ‘“horizontal”

group. They carried out a diverse range of activities.

Many types of managers could fit in this group.

these managers’ work was most fragmented, hence
they spent more time coping with crises. They spent
much time with their subordinates and less with
colleagues. A relatively large amount of their time was
spent on inspection. Most of the production people fell

into this group.

these managers were notably different from the other
groups in two respects: their wide range of internal
contacts and the large amount of time spent in group
discussions. They spent a great amount of their time in
committee meetings. Their contacts were both vertical
and horizontal but they had few contacts outside the

company. These managers in the study were found

exclusively in larger companies.

Stewart (1982) aimed to provide a new way of thinking about the nature and the

diversity of managerial work and about how managers actually perform such work.

She claimed the existence of choices in managerial work had important implications

for the way managers treated their jobs. She described managers as “intuitive
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responders” since they were not generally aware of the choices that were at hand to
them. Most of the managers she interviewed revealed that they had no plan for their

jobs. This concept 1s directly in contrast to the distinctive work of Kotter (1982) that

general managers developed “agendas” - a term to describing the personal objectives
which are mental constructs that act as the basis for plans of operation - and then

subsequently developed a “networks” of contacts to implement these agendas.

Kotter (1982) whose comprehensive observations of fifteen general managers derived
from research conducted over several years found that successful managers could be
very different in terms of personal characteristics and behaviours. Kotter suggested
that general managers were not generalists. They were specialised to fit job demands.
Each general manager had an extensive knowledge of business and a network of

relationships with other peoplé in that business. He used the term ‘“demands” to
describe these patterns in the work of the 15 general managers he observed. In
addition, Kotter argued that the complexity of the job responsibilities and

relationships that formed important and difficult sets of demands, challenges and

dilemmas were:

e setting basic goals, policies, and strategies despite great uncertainties;
e balancing the allocation of scarce resources, no short-run concerns;
o keeping on top of diverse sets of activities and identifying problems;

e getting information and support from superiors and being demanding without

giving an uncooperative image;
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e getting things done through large and diverse groups of people; and

e motivating good performance and appraising performance, and handling conflict.

The activities that Kotter identified as demands and rules are remarkably similar to
the traditional management functions of planning, co-ordinating, staffing, directing
and controlling. He suggested that business trends show increasing job demands.
Because of corporate diversification and growth, technological advancement, and
global competition, the general manager’s job responsibilities have become more
complex. Kotter revealed differences in responsibilities and relationships that caused
job demands to diverge, such as product or market diversity, organisational size, age,
performance level, level of profitability, and the nature of organisation’s culture.
However, although these uneven forces influenced job demands, they did not

eliminate them. Kotter concluded that managers developed agendas, consequences,
and tasks necessary to accomplish organisational objectives by meeting demands
which were influenced by other factors. One interesting point proposed in this study
was that Kotter asserted that successful general managers were both “born” and
“made”. Kotter argued that basic personality and family background were major
attributes to a general manager’s success as well as educational experiences and

organisational career paths.
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2.2.2 Managerial roles and activities

Henry Mintzberg’s classic book, The Nature of Managerial Work (1973), focused on

an in-depth examination of the daily activities of five chief executives of organisations

which ranged in nature and activity from research and development of technological

products for industry to a large suburban school system. As mentioned earlier,
Mintzberg attempted to focus his study on the job rather than the person, on basic
similarities in manager’s work rather than on differences, and on the essential content
of the work rather than its characteristics. Mintzberg encountered the problem of
interpretation of observations and found it difficult to shape his model. One reason for
this difficulty was the complexity of the positions observed. Another derived from the
limitations of structured observation as a research method. Also, confidentiality of
information; complexity of organisation, or exclusion from meetings, and effects of

the presence of the researcher all possibly limited the validity of the data collected.

Despite these difficulties, the value of Mintzberg’s study lies in its empirical analysis

of managerial behaviour.

The research methodology used in this study was known as “structured observation”.
Being provided with “preliminary data” relating to the executives’ appointment
schedule:; information about the organisation; and background information about the
manager, Mintzberg, during the work week, recorded anecdotal data on the manager
who was observed. The anecdotal data was meant to give explicit detail of “critical or
interesting incidents”. Also, background notes were recorded during informal

discussions with the managers. The process of recording and coding of observations
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was carefully designed by using three records to record these data in order to cross

reference the collected data as Mintzberg explained (1973: 232-3):

The chronology record described activity patterns and cross-referenced the

other two records. The mail record described each piece of incoming and

outgoing mail. The contact record described each verbal contact,

Thus, Mintzberg’s “structured observation” brought together the flexibility of open-
ended observation with the discipline of seeking certain types of structured data. As a
research technique “structured observation” appears to offer a considerable number of

advantages over questionnaires and diary studies as Mintzberg remarked (1973:227):

However, in most of these studies an approach similar to that of the diary
researchers was used - the recording categories were predetermined. The only
real difference was that recording was done by the researcher instead of the
manager. This avoided some of the problems of the diary studies, but not the
basic one of being able to find out only about time distribution of those
dimensions of the job already understood. But structured observation can

draw also on the chief strength of unstructured observation, namely, the

development of categorization schemes during and after observation.

Mintzberg’s findings refuted Fayol's theory which managers, practitioners and

researchers believed and still believe, that managers plan, organise, command, co-
ordinate and control. Mintzberg’s study showed that managerial activities did not fall
into this circle. Instead, ten managerial roles emerged according to the manager’s

work which was principally characterised by brevity, variety and fragmentation. In
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addition, his results were a stunning theory of this period. The introduction of social
psychological concepts exposed management research to a wide range of new
research techniques and methods. One of the advantages of observation technique
over diary method is that the observation approach provides an insight into
managerial behaviour. Accordingly, the psychological approach has become more
important in research methods such as the use of participant observation and field

experiments which allow for more effective insights into what managers do.

Furthermore, the study allowed Mintzberg to (a) construct a detailed chronology of
managerial work characteristics on a basis of time allocation; (b) analyse the activities
of managers; and (c) identify the purpose of each activity. Imperatively, the purpose
of the activity was the key to the categorisation and the description of the essential
content of managerial activity - what the five managers in the study did - and this led
to the development of the theory of the ten managerial roles which is shown in Figure
2.4. Each of these roles derives from the managers’ position of formal authority in the
organisation and involves a number of distinct action responsibilities. Figure 2.5
shows the application of the manager’s formal authority and status and the ten

managerial roles.
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Figure 2.4

Interpersonal roles

Figurehead

Leader

Liaison

Informational roles

Monitor

Disseminator

Spokesman

Decisional roles

Entrepreneur

Disturbance handler

Resource allocator

Negotiator

Mintzberg’s ten managerial roles

Symbolic head; obliged to perform a number of routine duties of legal

or social nature

Responsible for the motivation and activation of subordinates:
responsible for staffing, training, and associated duties

Maintains self-developed network of outside contacts and informers

who provide favors and information

Seeks and receives wide variety of special information (much of it
current) to develop thorough understanding of organization and
environment; emerges as nerve center of internal and external
information of organization

Transmits information received from outsiders or from other
subordinates to members of the organization; some information
factual, some involving interpretation and integration of diverse value
positions of organizational influencers

Transmits information to outsiders on organization's plans, policies,

actions results, etc.; serves as expert on organization's industry

Searches organization and its environment for opportunities and
initiates "improvement projects” to bring about change; supervises,
design of certain projects as well

Responsible for corrective action when organization faces important,

unexpected disturbances

Responsible for the allocation of organizational resources of all kinds-

in effect the making or approval of all significant organizational

decisions

Responsible for representing the organization at major negotiations

Source: Mintzberg, H., The Nature of Managerial Work, Harper & Row (1973 92-3)

37



Figure 2.5 The Manager’s Roles

Formal
Authority
and Status

Interpersonal Roles
Figurehead

Leader

Liaison

Informational Roles
Monitor
Disseminator

Spokesman

Decisional Roles
Entrepreneur
Disturbance Handler
Resource Allocator
Negotiator

Source: Mintzberg, H., The Nature of Managerial Work, Harper & Row (1973: 59)

From his observations, Mintzberg developed a contingency view of managerial work

as shown in Figure 2.6. This figure illustrates Mintzberg’s classification of factors
which he called “four nested sets of variables” influencing the manager’s work. He
specified the “four nested sets” as environmental, job, person and situational variables.
Mintzberg explained that the work of an individual manager was first broadly
influenced by the organisation, its industry and other factors in the environment. Then,
the job itself caused work diversions. Next, job variations derived from the person -

personality and style. Finally, variations within a particular manager’s job were caused

by the situation in which it was performed, such as temporary threats.
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Figure 2.6 A contingency view of managerial work

Environmental Variables: Characteristics of the milieu, the
industry, the organisation

Job Variables: The tevet of the job and

the function supervised

Person Variables: Personality and style characteristics

of the incumbent in the jod

Situational Variables: Temporal features of an individual job

Basic Managerial Basic Characteristics
Role Requirements of Managerial Work

One
Managers

Work

Source: Mintzberg, H., The Nature of Managerial Work, Harper & Row (1973: 103)

Principally, a manager’s job in any organisation will be busy and demanding. The

results from Mintzberg’s study on managerial work can be summarised as follows.

e Managers worked long hours: a working week of at least 50 hours was typical,
and up to 90 hours was not exceptional. The length of the working week tended

to increase as one advanced to higher managerial levels. Heads of organisations

often worked the longest hours.

e Managers’ work was intense and involved doing many different things during each

workday. The busy day of a manager included up to 200 separate incidents or
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episodes in an eight-hour period at supervisory levels and at least 20 to 30 for

chief executives.

¢ Managers were often interrupted. Their work was fragmented and variable.

Interruptions were frequent and many tasks were completed quickly.

e Managers worked mostly with other people. They spent little time working alone.
Time spent with others included working with bosses, peers, subordinates,
subordinates of their subordinates, as well as outsiders such as customers,

suppliers.

e Managers were communicators. Much of their work was face-to-face verbal

communications during formal and informal meetings. They spent a lot of time
getting, giving, and processing information. Higher-level managers spent more

time in scheduled meetings than lower-level managers.

Mintzberg claimed that the managers’ activities were scattered, short-term copings

rather than deliberative, analytical, and logical as Fayol had suggested. Rather than
engaging in the traditional functions (Fayol’s core functions), Mintzberg concluded
that managers performed ten roles that could be described under three general
categories: interpersonal, informational and decisional. The interpersonal role arose
from the manager’s formal authority and occurred when a manager dealt with others

as a figurehead, leader, or liaison. The informational role involved the manager’s
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receiving, storing and sending information as a monitor, disseminator, or spokesman.
The decisional role involved making decisions about organisational activities as an
entrepreneur, disturbance handler, resource allocator, or negotiator. One disadvantage
of Mintzberg’s study is that his sample size is too small to be generalised. Although
the notion of managers performing certain roles has an insightful application, other
investigations into Mintzberg’s conclusions have not always been supportive of this

approach as Wren argues (1994: 357):

His findings were based on only five chief executives - there is no reason to
believe that this group represented typical managers; and the roles were based

on observed behavior without asking the purpose of that activity.

On the other hand, Ley (1978: 54, 57) found Mintzberg’s study was insightful:

As can be seen, the roles were inductively derived from analysis of identifiable
activities, as well as from the results of previous work activity studies which
had hinted at the importance of certain role categories (e.g. Horne and
Lupton, 1965, and the informational roles). That Mintzberg succeeded in both
his description of managerial behaviour and his inductive reasoning can
perhaps best be asserted by the acclaim acceded him by his academic peers and

practising managers, and by the subsequent research generated by his study.

Weick (1975: 111), in a review of Mintzberg’s The Nature of Managerial Work

(1973) (based on Mintzberg’s 1968 study), has stated:
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rarely has the field of Organisational Behaviour had better evidence of the

value of description and induction that is found in Mintzberg’s book.

On the contrary, Dann (1990: 323) presents another view as follows:

... There have been constant methodological and interpretative problems
involved with answering the question what do managers do? Not the least of
these is that managerial functions have consistently proved themselves
resistant to observation. Both the frameworks of Fayol (1949) and Mintzberg
(1973) have been found wanting when methodologically applied to imprecise;
and some more recent work has attempted to refine some of the terms that are

used in the description of managerial functions (Larson et al. 1932)...

Critics are therefore divided as to whether Mintzberg’s research methodology 1s as

significant to managerial work studies as has been claimed. This i1s because the
structured observation method has both advantages and disadvantages. However, the
most crucial problem of Mintzberg’s study seems to be the limited sample size.
However, if we turn this weakness into a challenge it could encourage other

researchers in this field to test Mintzberg’s generalizations and to seek to overcome

the limitation of this method. We do not know how many of Mintzberg’s 28
propositions about managerial work could apply to managers in similar job, and in
what situations these propositions are true. Overall, the observation method did give

more impact and insight to Mintzberg’s study. Obviously, this method enabled him to

explore managerial work in a different way than that characterising classical and
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human relations theories. Also, it should be noted that Mintzberg was aware of the

limitation of the observation method (1973: 231):

Structured observation was chosen as the method for this study because it
made it possible to develop theory inductively, to observe and question
intensively where necessary, and to be systematic. The method restricted the
sample size, and, as a result, less quantitative data on job characteristics was
generated than would have been done by a comparable diary study. But I was
happy to trade off this kind of data in return for more powerful data on
activity content. The trade-off was for depth at the expense of breadth, a

necessary one given the objective of describing work content.

2.2.3 Managerial networks

Another interesting point raised by the study of management i1s the nature of
managerial networks. Managers enact roles and fulfil their action responsibilities
through relationships with other persons inside and outside of the organisation. Kotter
(1982) found the general managers in his study allocated significant time and effort to
developing their networks because they were considered as a means to implement
agendas and getting their jobs done. In Mintzberg’s study (1973), one of the ten
managerial roles, liaison, could be considered as a network building. Stewart (1982:
108) also being aware of the importance of managerial networks, compared how

British and American managers developed and maintained their network in an

interesting way:
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Mintzberg described “liaison” contacts “to gain favours and information” as

one of the ten managerial roles that he identified, Sayles (1964) gave the most
extended and searching account of the importance of the manager’s network

of contacts...The one enduring objective of the manager is the effort to build

and maintain a predictable, reciprocating system of relationships... It should
be, but in our experience it is not often recognized as an objective. It may be
that British managers tend to be less conscious of this objective than the

American managers about whom Mintzberg and Sayles were writing.

2.3 Managerial work studies in the hospitality industry

Many people believe that hospitality industry is unique and different from other
industries. This is because the hospitality industry involves subjective products and
services. The products are intangible and consist of social interaction (Worsfold

1989). Therefore, it is interesting to examine if the characteristics that Mintzberg
(1973), Stewart (1967, 1980, 1982) and Kotter (1980) identified in their studies (such
as managerial roles; job demands, constraints and choices; and agendas and networks)

could relate to the hospitality industry.

Reviewing literature of managerial work in the hospitality industry, Nailon’s study in
1968 would be considered an initial examination of the time usage and patterns of

contact of hotel general managers. His study applied a similar framework to
Mintzberg’s to carry out the application to the hospitality industry. Nailon’s stated
purpose was to develop a methodology for the study of hotel managers’ activities.

However, the work tended to be more concerned with a study of time usage and
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contact patterns. Nailon compared work in the hospitality industry with results from
other managerial work research. Nailon examined the work activities of hotel

managers by analysing six areas of

e method and means used for each activity;

e time and duration of each activity occurred;
e duration of time involving functional area;
e duration of time involving content;

e time spent in different locations; and

e iInteraction time with others.

He aimed to study eight hotel managers in England. For reasons such as withdrawal
of support and changes of management, the study had to reduce the original set
sample size of eight managers to just three. Nailon used a diary method to collect his
data for over three periods of a working week (in July, August and September). The
diary form he used contained five headings: function; content; location; activity and
interaction. He asked participants to record events which lasted for a minimum period

of 5 minutes. Nailon explained the nature of the hotel general managers’ work in

terms of the immediate work environment.

His study showed managers spending more time on external activities and substantial
amounts of time on supervision but rather less on personal interactions than in other

managerial work studies. The managers in Nailon’s study spent less time in their
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offices and more time with customers than did those in the general studies. Also, he
summarised the work of general managers as being engaged in a continuous
monitoring of their unit through fleeting contacts and frequent movement about their

establishment. Nailon therefore provides an important starting point for the activity

analysis of hospitality managers.

The work of Ley (1978), was the second major study of managerial work in the
hospitality industry and was heavily influenced by the work of Mintzberg (1973). Ley
conducted a structured observation study of seven hotel general managers in the US
over a period of 3-5 days each during the peak business months of July and August.
In contrast with Nailon’s study (1968), the major strength of Ley’s work is its
methodology which uses the same instrument as Nailon (1968). However, Ley applies

Nailon’s (1968) diary method as a basis for structured observation, rather than as a
self-completion diary. Ley was more interested in the observation technique than the

diary method since he believed the observation methodology would offer greater

insights into managerial work.

By developing a potential application in the structured observation approach used by
Mintzberg, he added to this a further document, which was the Structured Data Form,
which allowed him to note the purpose of the activity using Mintzberg’s activity/role
analysis approach. Ley (1978) attempted to control key variables which had a major
influence on the activities of the managers by limiting the number of variables which

directly affected it. Hence, he consciously predetermined to study managers from one
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industry, one company, at one hierarchical level, and just two main geographical
locations. Ley asked senior members of the management of the hotel chain to rank
each of the managers in the study as highly effective, effective or less effective. Lastly,
he asked each manager to judge their own use of time. His study found that those
managers who spent a proportionally higher amount of time on the entrepreneur role

tended to be more effective. Similarly, those who spent higher amounts of time on the
leader role were less effective. In terms of the characteristics of the managerial job he
verified the findings of both Nailon (1968) (specifically) and Mintzberg (1973)
(generally) that the role of (hotel) manager 1s rapid in pace, having many
interruptions, being one of action rather than reflection and concerned with verbal

rather than written communication.

Similarly influenced by Mintzberg (1973) was the work of Arnaldo (1981). Arnaldo
conducted a postal questionnaire of 194 hotel managers in America. He asked each of
them about their personal details; about the measures which were used to judge their
effectiveness; and to rate each of Mintzberg’s (1973) ten roles against their use of
time and their perceived importance. The basic problem with the last part of this is

that managers have been consistently shown to have a very limited ability to judge
their own use of time. Also the ability of managers to consistently perceive each of
Mintzberg’s roles in a similar way seems highly unlikely. As with Ley’s study,
Arnaldo concluded that the leader role was seen as both the most important anc;1 the

most time-consuming. Similarly, he found the entrepreneurial role to be important
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although relatively less time-consuming. This supported the importance of the

entrepreneur role in Ley’s work (1978).

Worstold (1989), using Mintzberg’s approach to managerial behaviour, conducted a
similar study of 31 hotel general managers of a major UK hotel group. The hotels
were mainly in Scotland and England and varied in size. A semi-structured interview
was employed to collect data about biographical, personal and management style
characteristics. Worsfold found that the managers in his study were “consultative” and
“easy going”. Also, his results showed the managers in the sample were concerned for
people and sociable and communicative and should have some facilities to influence

and motivate their staff. The leadership style identified 1n this study ranged from

“autocratic”, “easy going”, to “charismatic”. Worsfold suggested that autocratic could

apply to most hotel managers and a task orientated leadership style would be the most
effective for the hospitality industry. He also argued that the image of the hotel and
catering industry as being people oriented with a need to maintain good interpersonal
relations would suggest the need for high scores on consideration, a measure of the
extent to which a manager will have relationships with subordinate (i.e. mutual trust,

respect and consideration of feelings). Worsfold concluded that there was a conflict
for managers in the hospitality industry. The conflict was working in a personality
intensive industry with the requirement to establish rules and regulations for the
maintenance of standards. He suggested that this conflict could be resolved by
effective managers who use a combination of decision, centralisation and initiating

structure, both of which are acceptable because of their high scores on consideration.
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Shortt (1989) also applied Mintzberg’s approach of the ten managerial roles to
examine work activities of hotel managers in Northern Ireland. This study employed
the Managerial Work Survey (MWS) as a main instrument. This instrument was
deve]oped by McCall et al. (1980) (cited in Shortt 1989) to examine the content of
managerial work activity. Items in this instrument were designed to analyse
managerial work and were based on the results of a direct observation study which
enabled a better picture of managerial job content. Shortt mailed the MWS to a 20%
random sample of 190 managers as a pre-test in Northern Ireland. Then, the modified
questionnaire was sent to the remaining 152 managers and 62 returned usable
responses. Instead of the “leader” role, which has been prominent in the literature on
managerial work, the “disturbance handler” role was considered to be the most
important role in this study. The entrepreneur role was rated second and the leader
role came third. These findings reflect the fact that managers in this study were highly

involved with change and crises drawn from the external environment.

Another piece of research on managerial work roles, a comparative study of Korean
and American hotel general managers, was conducted by Sang Mu Kim (1994). His
study was also influenced by Mintzberg’s (1973) work. The purpose of this study was

to explore the statistical profile of tourist hotel general managers in Korea that would

identify:

e the demographic characteristics of the general managers;

o the aspects of general managers’ job satisfaction; and
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o the general manager’s allocation of importance to ten managerial roles to enable a

comparison of the characteristics and uniqueness of Korean and American hotel

general managers.

The questionnaire was distributed to hotel general managers, a total of 150 who
participated in the “Korean Tourist Hotel General Managers Seminar” conducted by
the Korean Tourist Association (KTA) in 1992. General managers from hotel sites all

over Korea were represented at the seminar,

Kim’s results show that the general managers in the study had a high degree of
satisfaction with their present job although they changed jobs frequently. The older
general managers felt a higher degree of job satisfaction than the younger ones. This

shows that there was a relationship between the number of years spent in the industry,
the number of years in the present job and job satisfaction. Similar to Ruddy (1990),
Kim also found that the more qualified general managers have a higher degree of job

satisfaction. The more educated general managers also rated a higher degree of job

satisfaction.

When analysing managerial roles, the leader role clearly assimilated more time than
any other interpersonal role and was also thought to be the most important. The
informational roles, both monitoring and disseminating were said to be relatively time
absorbing and important, while that of spokesman consumed less time and was

considered correspondingly less important. Kim's study shows that Mintzberg's

70



framework can be applied to Asian managers. The comparison of these results with
the American general managers made the study more interesting because the
allocation of time and importance to ten managerial roles were similar, except the role
of figurehead and negotiator which were revealed as relatively time-consuming and
important from Korean general managers. The leader role was the most important
role than that received the highest ranking. Finally, Kim (1994) concluded that the
general managers apparently believed that their effectiveness and the success of their
properties rested on their ability to motivate and direct the hotel staff members

directly responsible for the execution of hotel operations.

In short then, it can be seen that Mintzberg's framework can be applied in hospitality
management research as reviewed above. Mintzberg’s roles are applicable to hotel

managers. This could indicate that hotel managers are similar to managers in other

industries and they are reactive rather than proactive.

2.3.1 Studies of hospitality managers’ personality profile and characteristics

This chapter, overall, concentrates on two key issues which are (a) what managers
actually do and (b) factors that influence their effectiveness. The previous section

reviewed studies which dealt with theories of managerial work and explored what
managers do and how they use their time. This section discusses studies which deal

with factors that influence managers’ effectiveness.

71



Hales & Nightingale (1986) and Hales (1987), reported two stages of the same
research. The first study attempted to understand the managerial job in terms of the
expectations of those in the role set of the manager. The authors studied the nature of
unit management work in the hospitality industry. The focus of their study was on unit
managers, those who managed a single, definable, unit operation. The study covered
six organisations from different sectors of the hospitality industry: a family restaurant
chain, a hotel chain, a steak-house chain, school meals, hospital catering and contract
catering. Hales & Nightingale (1986) conducted a total of 121 interviews by studying
the role set. They identified the “role set” as “relevant” and “exhaustive”. Relevant
included specific persons, with whom or for whom the manager works, occupying
specific positions within the organisation or its outside environment. Exhaustive
consisted of all those who had role requirements of the managers. Finally, the results

was presented as a role set diagram which comprised General manager, Regional
manager, Area manager, Marketing manager, Deputy assistant manager, Trainee
manager, Grill cook, Washer up, Waitress, Customers, Training manager and Account
Department. They asked representatives of each category of member of the role set to
state their expectations or demands which they make upon the subject manager. The

representatives were also asked to indicate the strength of the role requirement. Hales
& Nightingale used the results from the interviews to formulate a model which they
called a managerial wheel. They found that (a) there was a large number of conflicting
role expectations of managers; (b) there was a mass of competing demands which
makes the job conflicting and fragmented; (c) there was a variation between different

sectors in terms of tasks and activities; and (d) there were some differences between
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the public and private sectors in terms of the emphasis and substance in the
expectations of members of the manager’s role set. In short, Hales & Nightingale

argued that the role sets and managerial wheels can be used as a technique which 1s

well suited for investigating role demands and expectations which surround managers’

jobs.

In the second study, Hales (1987) attempted to relate these expectations to the
pattern of work undertaken in terms of the demands, constraints and choices
framework developed by Stewart (1976). The results of Hales’ study derived from a
pilot study on managerial work undertaken for the Hotel and Catering Institutional
Management Association and the Hotel and Catering Industry Training Board, in the
UK hotel and catering industry. In this study, Hales (1987) compared the job of family
restaurant chain unit manager and hospital domestic services manager by listing work
tasks and activities in order of strength of expectation, indicating the sources of these
expectations and whether they were acknowledged by the manager. Then, these work
tasks and activities were compared to the proportion of time spent on them by the
manager. Differences would be expected in the time spent on areas of work where the

weight of role demands were substantially different. Hales found that the restaurant
manager expected to spend more time on financial administration whereas the
domestic services manager expected to spend more time on general involvement in
the organisation and in acting as a channel of organisational information. Furthermore,
Hales illustrated these expected differences in the form taken by work in the two jobs.

He concluded that the restaurant manager’s work was basically static, based on a
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small office, spending time on desk-based paperwork while the domestic services
manager’s work was more mobile, involving frequent touring of the hospital and a
high proportion of time spent on face-to-face contacts. This approach placed an
intense emphasis on the nature of the demands which a manager faced in his job. In
conclusion, both the work of Hales & Nightingale (1986) and Hales (1987) indicated

that there were differences between the various sectors of the industry both in terms

of demands from the job and the way in which the job was subsequently carried out.

Joseph Ruddy (1990) aimed to provide insights into the hotel manager’s role and his
research has implications for management development programmes designed to

produce the general managers of tomorrow. He administered a questionnaire to the
general managers of 107 hotels in South East Asia; Hong Kong, Malaysia,

Philippines, Singapore and Thailand. His respondents comprised six female general
managers and 101 men. Following Kotter's concept of general managers implementing
agendas and developing personal networks, the emphasis of Ruddy's study was placed
upon the time managers spent in communication skills, delegation, decision making
and self-discipline. He suggested that these variables were vital to management

development in terms of helping senior managers perform effectively in a general
management role. Ruddy found that the success of the hotel general managers in this
study emerged from personal networks and these general managers were cultivators
of interpersonal networks. Communication was the most frequently mentioned
activity in this research as well as the interpersonal aspects of managing - dealing with

people, directing, handling conflicts, hiring and firing and the like. Ruddy concluded
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that these skills were found to be the hardest to master. He suggested that this finding

pointed directly at the realities of managing a hotel - dealing effectively with others

who exercise power and influence demands a network of assistants, confidantes,
trusted subordinates and friends. Also, the emphasis the general managers in his study
gave to interacting with others was such that three of the ten most frequently
mentioned activities were “reading”, “paperwork” and “thinking”. The respondents
also placed qualities related to their personal characteristics and behaviour highest on
their list of career influences. Finally and most importantly, he concluded that career
success derived from manager’s motivational drive - his or her need to achieve results

- as well as interpersonal skills and communication ability.

There is a problem with Ruddy’s study, because the term “being successful” is

difficult to define. How can one know what are the variables and criteria of success?
There was no indicator of how the hotel managers in this study could be defined as
“successful”. Nevertheless, Ruddy's study does reflect the fact that the key influences
which led to the managers' career ladder and contributed to their effective

performance were their personal constructs and the deeply felt need to achieve results.

Since personnel are a critical instrument of human resource development, the

characteristics of hospitality managers are as important as their international expertise
on the job. Swanljung (1981) studied the career paths of a selected group of hotel

executives in order to determine the factors which significantly affected their career

ladders. He concluded that these executives Initially held positions in several
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departments before their promotions to general manager. These routes were
accounting and finance, marketing, and food and beverage. Changing companies was
mentioned as one of the factors in getting promotion. It is very interesting to see that
most of the executives had worked for several different companies before achieving
an executive position. By doing so, it added credit to their “fast track” to the
corporate office. Likewise, Swanljung identified the important “success” traits of
these executives, namely that they were hard working, fair and able to motivate
others. Both technical and managerial knowledge was as crucial as administrative
capability, and delegation was significant to their professional success. The executives

in his study also regarded entrepreneurial qualities as vital to their success.

In a similar study, Berger and Ferguson (1986) traced the characteristics of restaurant

managers in order to determine how they managed their professional and personal
time. Again, hard work and discipline were as important as attitude in ensuring career
success. In order to cope with the stress from the business, it was important for
managers to be relaxed, calm, friendly, flexible and easy-going. Moreover, fairness,
the ability to motivate people, honesty and sensitivity were identified as the essence of

a restaurant managers’ personal attributes. Berger and Ferguson found that managers
regarded managing their time as the most difficult routine task. More than half of their
respondents kept their schedules flexible. They were ready to give time to unplanned
events that interrupted their schedules. In addition, the majority of restaurateurs
committed their time to their business but they placed an emphasis on the quality of

time spent with their family. The significance of this study is that the managers in
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Berger and Ferguson’s study found their jobs to be fragmented by interruptions, but

planning and organising were important to what they did. Also, planning was a

continuous process that they had to do every day of the week.

From Ruddy’s, Swanljung’s and Berger and Ferguson’s studies, it can be concluded

that hospitality managers share common characteristics. The)'f should be hard workers,
honest, sensitive, friendly, easy-going and flexible in order to cope with the stress and
time constraints imposed by the business which has long and irregular hours of work.
Furthermore, they should be able to motivate people and have good communication

skills as well as technical and managerial knowledge for their career success.

To sum up, this chapter has discussed the key literature on the following topics:

e managerial behaviour and work activities;

e time and contact patterns of managers from general management studies to
hospitality industry;’

e significant management theories of Taylor and of Fayol which have dommated
other later management studies;

e Mintzberg’s management perspective in contrast with Fayol’s;

e managers’ time allocations in the hospitality industry; and

o characteristics and career paths of hospitality managers, identifying factors that

contributed to their success.
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As noted in the earlier discussion on managerial work studies, there is, in the
methodological approach to the study of managers, a relatively clear sequential path
beginning with studies which are concerned with time usage, developing into those
studying functions and concluding with attempts to place managerial work within a
contextual framework. Research has addressed the characteristics of managerial work
that can apply in the hotel industry. Overall, these managerial studies have sought to
answer questions of how hotel managers spend their time and what contact patterns
they develop. However, there is still a need for a study which investigates what
influences the nature of managerial work. There is a need, a challenge and an
opportunity for new research to explore the nature of managerial work in hospitality
services because the studies mentioned earlier offer an incomplete picture of
managerial work in this industry. This study attempts to answer the general question
of what do managers do with their time at least in part. However, another aim of this
particular work is to study the decision processes used by managers to schedule their

time and what influences their priorities.
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Chapter 3: Methodology

3.1 Introduction

The focus of this study is on the work patterns of Thai and non-Thai hotel general
managers of luxury hotels in Thailand. It involves investigating the emphasis of time
spent on various work activities and work roles of the hotel general managers as well
as investigating how these managers perceive their roles and how they actually spend
their time. Both quantitative and qualitative methods of data collection are employed
in this study. The use of mixed methods aims to maximise the amount of data

collected. According to the appropriateness of access to data, there are three methods

utilised in this particular study which will be discussed later at length. These methods

comprise a questionnaire, an interview and observation.

3.2 Aims of the Study

The main aim of this research was to discover the work patterns of a sample of Thai
and non-Thai hotel general managers of luxury hotels in Thailand by analysing the

relationship between the allocation of time spent on their work roles and activities.
The study also attempted to compare observations of managerial behaviour with self-

perceptions of that behaviour by the general managers in the study. Consequently, the
analysis would allow the researcher to compare observed time allocated to specific

work roles with perceived time given to those work roles. Since there has been no

research of a direct comparison of cultural aspects affecting the effectiveness of hotel
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general managers’ management in Thailand, the present study also aimed to
investigate the cross-cultural factors that influence Thai and non-Thai general
managers’ work activities. The study of the similarities and differences between
general managers’ jobs and cultural perspectives might show ways in which the
selection and training of hotel general managers could be improved. The study of how
managers spend their time could also reflect their efficiency and this could be of use in

management development. Hence, this study had three research objectives, namely to:

e analyse general managers' allocation of time spent on work activities in Thai

Juxury hotels;

e determine the impact of personality and cultural/educational background on the
management styles of Thai and non-Thai general managers in Thai luxury hotels;

and

e identify hotel general managers’ managerial job patterns through the investigation

of what general managers do on the job against how they perceive it.

It could be argued that hotel general managers’ jobs within the study may not be
constantly comparable from manager to manager. It was difficult to determine a
manager’s use and allocation of time as a means to measure their effectiveness. Each
manager had different limitations and constraints. However, the recording and

classifying of the hotel general managers’ activities and time allocations during
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periods of observations could reflect their performance. The observation record could
then be a means to identify whether these general managers had comparable jobs or
not. In either case, it could be concluded that hotel general managers will differ in the
activities and time usage which they emphasise and therefore their behaviour may be
said to differ. The differences in behaviour might be foreseen for various reasons. It
could be as a result of their unit’s operation that hospitality managers may have a

broad range of duties and responsibilities as Ley (1978: 67) observed:

This variation in behavior might be expected for the very reason that managers
of hospitality establishments have a broad range of duties and responsibilities,
some of which they may carry out themselves, some of which they may
delegate, and some of which they may ignore in the short run without adverse

effects on operational performance.

Likewise, the differences in behaviour of hotel general managers could be from a
variety of styles, personal factors or business knowledge of each hotel general

manager (Kotter 1982). Based on these observations and related literature,

hypotheses can be presented as follows.

1) All the general managers in the study judge their managerial effectiveness in terms
of their personal constructs, specifically, personal background and education,

personal attitude, management style, and career path.
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2) The non-Thai general managers consider that cultural orientation contributes to
their effectiveness, whereas the Thai general managers consider that overseas

education and overseas experience contribute to their effectiveness.

3) There 1s no positive correlation between the amount of time allocated to a specific

work role and the significance of that role.

From these hypotheses related to the patterns of work role behaviour, the application
of the role terminology presented by Mintzberg (1973) in The Nature of Managerial

Work will allow the study to examine certain specific issues related to role

performance and effectiveness of the hotel general managers in terms of time usage.

3.3 Methodology

As mentioned above, this study used both quantitative as well as qualitative research
methods by applying three different methods of data collection: questionnaire,
interview and observation. These three methods were used in sequence. First, mailed
questionnaires were used to survey ninety-eight hotel general managers (see Appendix
A). The questionnaires were used to obtain biographical data and perceptions of
Mintzberg’s ten managerial work roles. The respondents were asked to provide

personal details as well as general data on the hotels they operated and were asked to

estimate how they divided their time between different work roles and activities.

Second, semi-structured interviews were used to obtain answers to questions which
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required more thought, such that a questionnaire would not have been suitable as an
information gathering device. Finally, with the kind permission of some general
managers, the researcher was able to record what these general managers actually did.
The observations were applied to study the allocation of time spent on Mintzberg’s
ten managerial work roles and activities as well as to investigate how far the
managerial work roles actually correspbnded with the managers' own perception of
these particular roles. In addition, it was intended to establish whether observation
would identify whether or not perception and practice coincided. Thus, the
questionnaire method aimed to obtain the general managers’ profile and relate the
general managers’ time allocations to Mintzberg’s ten managenal roles, while the
interview method aimed to achieve an insight of the relationship between time
allocations to the specific work roles and management styles. Finally, the observation
method was employed to fulfil the in-depth investigation of the hotel general
managers’ time allocations to specific work roles and relationship of the latter to
management style. These three methods were used in this particular sequence in order
to generate progressively more specific data. It was intended that the three different
methods would support one another and that the use of mixed methods would

generate effective results.
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3.3.1 Sampling procedures

In order to compare the work patterns and management styles between Thai and non-

Thai general managers, certain criteria were set to generalise the population as

follows.

1. General managers in the study managed luxury hotels in which the room rate
ranges from 3,000 baht (approximately £100) to 45,000 baht, (approximately
£1,500) and over. The researcher chose luxury hotels for the sample as luxury

hotels in Thailand are of international standard.

2. The general managers represented a wide cross section of local and international

chains, independent and contract-management hotels.

3. The size of hotels ranged from small (fewer than 150 rooms) to large (more than

700 rooms).

4. The luxury hotels represented both city and resort hotels.

An introductory letter from the Professor of Hotel Management at The Scottish Hotel
School, University of Strathclyde, a request letter for participation in the observation
and a written questionnaire were distributed to the general managers of ninety-eight
hotels, all members of the Thai Hotel Association, in Thailand during the period

November 1994 - March 1995. The total respondent set comprised sixteen Thai
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general managers and thirty-four non-Thai general managers. These general managers
managed a diverse range of properties and different hotel categories (city hotels,

resort hotels, chain hotels, independent hotels, etc.). Fifty from ninety-eight returned

as usable responses, a total response rate of 51.02% representing sixteen Thai general

managers and thirty-four non-Thai general managers.

3.3.2 Instrument and methods for data collection

3.3.2.1 Questionnaires

A questionnaire was chosen as one of the means of obtaining data because this
instrument allowed the researcher to tailor the survey for the particular study. The

questionnaire was designed for top level unit management, hotel general managers.

Data collected were used to analyse general managers' managerial perceptions of task

l b

importance and the time they devoted to specific work roles: figurehead, leader,
liaison, monitor, disseminator, spokesman, entrepreneur, disturbance-handler,

resource allocator and negotiator.

To ascertain that the questionnaire was formed effectively, without bias and avoiding
leading questions, a pilot study and depth-interviews were conducted with two hotel
general managers at Moat House International and the Stakis Grosvernor Hotel in

Glasgow. With their guidance, constructive criticism and information, a questionnaire
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was formulated for the general managers of luxury hotels in Thailand which would

generate effective responses.

The general managers were asked to provide information about their personal,
educational and professional backgrounds as well as their views concerning Thai
culture, importance of time allocation, effective management and their roles and
activities according to Mintzberg's model (1973). Consequently, there were some
parts of the questionnaire, concerning such issues as work roles and management
styles, that involved detailed concepts and which took time to answer. As they were
difficult to simplify, there were few respondents willing to answer them. Hence, it was

predictable that the response rate would be below 50%.

The questionnaire consisted of seven sections, designed to survey general managers'’

backgrounds (professional, academic and socio-cultural). These seven sections were

as follows,

(1) Respondent demographic.
(2) Hotel information.
(3) Respondent personal qualifications, skills and past experience.

(4) Perceived culture factors of managing Thai hotels (non-Thai general managers).

(5) Respondent ratings managerial work roles and allocation of time on each role and

department.
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(6) Respondent ratings of frequency of work activities experienced in an average

month.

(7) Respondent self-assessment in terms of effectiveness and management styles.

The questions in Section 5 above were formed from Mintzberg’s (1973) ten
managerial roles: interpersonal roles - figurehead, leader, liaison; informational roles -
monitor, disseminator, spokesman and decisional roles - entrepreneur, disturbance
handler, resource allocator and negotiator, which were considered a core theme of
this questionnaire form. This section aimed to test if Mintzberg’s managerial work
roles would be applicable in the Thai hotel context. The questions in Section 6 derived
from B.M. Austin’s questionnaire (1988) in Explorations in Managers’ Attitudes of

Time Management: Relationship with Locus of Control. His original questionnaire,

called “Time Questionnaire”, explored a variety of impressions, attitudes and
propensities of young managers towards time. With his kind permission, some parts of
his original questionnaire were adapted to serve this particular research with different
purposes. In this study the questions were adjusted to measure the frequency of

managers’ work activities (see Appendix B, items 36 - 53).

3.3.2.2 Interviews

Interviewing is another major technique for collecting data. There are various types of
interview, for example, an open-ended interview. In this type of interview, questions

are designed to promote discussion and to encourage the interviewee to talk candidly.
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Respondents are encouraged to structure, explain, reflect, assess, proceed on, or
whatever they want to do within the framework of the subject of interest (Hartman
and Hedblom 1979: 174). However, one of the limitations of this particular research is
time. The open-ended interview is time-consuming. Hence, the interview utilised in
this research was of the semi-structured kind in order to cope with the time constraint
as well as to provide the opportunity for the interviewer to raise additional questions

and to make sure the desired information has been obtained.

Several interviews were conducted with the general managers who were willing to co-
operate in the study. These managers were identified from the questionnaire survey.
When the field work was conducted in Thailand the researcher contacted each of the
respondents individually. Fifteen general managers from the total respondents agreed

to be scheduled for interviews. The interview questions were sent to the general
managers in advance so they were informed of what information was sought (see
Appendix C). Then, they were asked to express their views on their perception of the

allocation of their time spent on work roles, and the nature of those work roles as

carried out in practice.

3.3.2.3 Observations

From the preceding review of the literature relating to managerial work activity
analysis, it is apparent that the diary method has a long history of use as an instrument

for data collection in management research on a number of levels in the U.K. This
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approach could be treated as both quantitative and qualitative analysis: a journal or

record of events, reflections of personal process of learning and process of personal

attitudes and values. The strengths and weaknesses of the diary method were
mentioned in Chapter 2. One distinct advantage that the diary method has over the
observation method is that the diary can examine greater numbers of subjects and for
greater periods of time. Stewart (1967) explicitly compared the diary and observation
methods in terms of both strengths and weaknesses. Ultimately, choice of method
depends on which technique will be more appropriate to the research project. Stewart
also pointed out that the main disadvantage of self-recording diaries is that they
greatly limit both the scope and content of what can be studied. The scope 1s limited
because the manager cannot devote much time to the task of recording. Also, the
content is limited because it is difficult to get managers to record information in the

same way if the item(s) being recorded allow scope for differences in interpretation
(Stewart 1967: 6). In general, managers are busy people. The diary would thus be an
additional burden for them. In contrast, structured observation focuses on time
allocation as well as enabling the researcher to analyse both inputs and outputs of all
kinds. Although the diary method provides generalisations - a survey of a large sample

as discussed above - the observation method was chosen in this study. The
observation method was more appropriate to this research project because the
research aimed to study the work roles which emerged from managers’ work
behaviour. This aim could not be achieved by the diary method. Following
Mintzberg’s path, this present research adopted “structured observation” because one

of the main aims was to study the content of managerial work. It was hoped that
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observation would provide insights into managers’ behaviour and specific work roles,
from recording and classifying as shown in the studies by Mintzberg and Ley. In
addition, among qualitative methods, the observation technique is considered to be an

excellent instrument as Brannen (1992: §) observes:

In seeking to achieve imaginative insights into the respondents’ social worlds
the investigator is expected to be flexible and reflective and yet somehow
manufacture distance (McCracken, 1988). The consequence of this approach
is that the method of qualitative research par excellence 1is participant
observation. In the qualitative tradition, the instrument is a pre-determined and
finely-tuned technological tool which allows for much less flexibility,

imaginative input and reflexivity.

The related literature also showed that there might be considerable variations in the

record of a manager’s work from week to week. From previous studies, it was
debatable that one or two weeks of study was enough to give a good picture of what
the manager was doing. In this study it was decided to ask general managers if they
would be prepared to be observed for one working week. This period was chosen as
it seemed to be the best compromise between a sufficient period of time to show up

variations in the job, and the maximum length of time that one could hope the
managers would keep their interest and allow their day to day operation to be
recorded. The choice of the one week period was then left to the general managers
who participated in the observation to choose a period, by a certain date, that would

be representative of their normal work.
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As discussed earlier, the samples of the observation are general managers who
responded to the request letter and those who stated their interests in the research. It
might be more interesting to observe quite a number of the general managers at work
for a longer period than one working week as Kotter (1982) did. At first, the target
sample for the observation stage was set for ten general managers. For similar reasons
to Nailon (1968; see Chapter 2), when he conducted his study in 1968, with
withdrawal of support and changes in management, the sample size had to be reduced
to eight hotel general managers: four Thais and four non-Thais. There were only three
general managers who immediately responded to the request after the proposals were
sent out. It was very difficult to find a number of general managers in Thailand who
would give their time from their busy schedules to participate in the observation. In
addition, most managers in Thailand were not familiar with the observation technique

and may have been uncomfortable with the idea of being observed. Therefore, the
researcher had to establish a rapport with the hotel general managers while

conducting the interviews in order to persuade them to participate in the observation.

For the observation, two main measures were used of a manager’s activities. One was
the amount of time spent on particular activities. The other was the frequency with
which the activity was done. In the study, both frequency and the amount of time
spent on particular activities were used as comprehensive measures. It was believed
that a combination of the two measures provided a greater understanding of more

aspects of the managers’ work.
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Preliminary data on each manager who took part in the observation stage was
collected before the actual observation began (see Appendix D). This information
concerned the property, the hotel general managers, the employees, the length of
service and the operation. This information provided an insight into the demands,
constraints, and choices open to the manager. The purpose of obtaining this
preliminary data was to identify differences among these properties and their
characteristics which later were used to define certain aspects of managerial

behaviour.

3.3.2.3.1 Designing the observation record

During the observation, structured data were collected on the pattern of activity

throughout every minute of the workday. The structured data form was adapted from
various studies but in particular these by Mintzberg and Ley. In turn, the data
recording instrument used by Ley (1978) was adapted from Nailon’s (1968) study and

was further adapted by this researcher to provide the structured information shown in

Appendix E.

The structured observation recorded sheet was designed to record the manager’s daily

activities. The areas of interest were developed from Carlson’s diary record (1951),

such as place of work, contact with persons (subordinates, customers), contacts with

institutions (travel agency, airline agency, construction companies), techniques of
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communication (direct: personal observations, conversations, regular and ad hoc

conferences, telephone calls; indirect: via persons, via papers).

As a result, the coding for recording data in this study was classified into four groups

as follows.

Activity: describes the actual activity involved in an event

Desk Work
Periodicals
Telephone Calls
Talking (1)
Meeting (2+)
Interview
Schedule Meeting
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