The Competent Manager: A Model for Effective Performance 
A synopsis by Judy Hale 

The purpose of Boyatzis's study was to determine what characteristics of managers are related to effective performance in a variety of management jobs.  He also wanted to investigate how competencies affect each other and to develop a broader theoretical model of management.  

His premise was there is an increasing economic need for competent managers particularly in the service sector.  Boyatzis quotes Gingberg and Vojta (1981), "... human capital, defined as 'skill, dexterity, and knowledge' of the population, has become the critical input that determines the rate of growth of the economy and the well-being of the population." (p 1)

It is the manager that determines the return on human capital.  [A] "Person in a management job contributes to the achievement of organizational goals through planning, coordination, supervision, and decision making regarding the investment and use of corporate human resources (p 16).

Another premise was that every manager has a model or a theory of management he or she uses to make decisions.   Those models are critical to organizational functioning.  However, there is confusion over the espoused theory and the theory in use.

He defines effective performance of a job as "the attainment of specific results (i.e., outcomes) required by the job through specific actions while maintaining or being consistent with policies, procedures, and conditions of the organizational environment " (p 12).  

Boyatzis presents three factors affecting overall performance.  (1) Individual competencies, (2) the demands of the specific job, and (3) the organizational environment.  If any two are congruent or consistent there is a greater likelihood effective performance will occur.  However, all three are needed for truly effective performance.

Every organization creates an environment.  The environment is shaped by what behaviors the organization rewards, by the number and types of competition, by the mission and goals, and by social, economic, political, and religious conditions.

Boyatzis presents Klemp's (1980) definition of competency as "an underlying characteristic of a person which results in effective and /or superior performance in a job."  Characteristics include things like motives, traits (i.e., orientation to risk), skills, aspects of self-image or social role, or a body of knowledge that a person uses.  A person's actions are a "manifestation of a competency in the context of the demands and requirements of a specific job in a particular organizational environment." (p 21) 

A threshold competency is a person's generic knowledge, motives, traits, self-image, social role, or skills which are essential to performing a job but are not causally related to superior job performance (p 23)  


A "motive is a 'recurrent concern for a goal state, or condition, appearing in fantasy, which drives, directs, and selects behavior of the individual.” (McClelland, 1971) "A trait is a dispositional or characteristic way in which the person responds to an equivalent set of stimuli."  Both can be conscious and unconscious (p 28).  Achievement, affiliation, power, creativity (self-actualization) are examples of motives.  Rate of speech, preferred postures, and having a sense of control over one's destiny are examples of traits.

Self-image is the person's perception of himself and his evaluation of that image.  This definition incorporates self-concept and self-esteem.  Social roles are the roles people assume in group settings.  Leader, helper, clarifier, and initiator are examples of social roles.

Boyatzis distinguishes competencies from skills.  "Skill is the ability to demonstrate a system and sequence of behavior that are functionally related to attaining a performance goal.  Using a skill is not a single action.  Since a skill is the ability to demonstrate a system or sequence of behavior, it must result in something observable, something that someone in the person's environment can 'see'" (p 33).  Boyatzis further explains:
"For example, planning is a skill.  People who have this skill can identify a particular sequence of actions to be taken to accomplish a specific objective.  They can identify potential obstacles to those actions.  People with this skill can identify sources of help in avoiding obstacles or overcoming them when they interfere with the action sequence. None of these separate actions constitutes a skill, but the system of behavior does.  Together these various behaviors, called skill in planning, aid individuals in reaching an objective or performing as aspect of a job." (p 33)

He also distinguishes skills from tasks or job functions.  Tasks are aspects of the job and are not aspects of the person expected to perform the job.

According to Boyatzis you can't define competency by results alone.  "...to define competency, we must determine what the actions were and their place in the system and sequence of behavior and what the results or effects were and what the intent or meaning of the actions and results were." (p 22).   Competency represent ability, what a person can do not what he or she is doing.

Boyatzis hypothesized that possession of a characteristic precedes and leads to effective and superior performance in a job.  In his study he hypothesized 21 competencies were needed for effective managerial performance.  

The results of his study confirmed six (6) of the original list proved to be threshold competencies.  One (1) was a threshold competency for mid-level managers only.  Twelve were competencies.  Two had no relationship or were inversely related to performance.

Threshold Competencies:

    
 
1.
Accurate self-assessment.

 
5.
Developing others.

 
8.
Logical thought.

 
16.
Specialized knowledge.

 
17.
Spontaneity.

 
21.
Use of unilateral power.

         
12.
Positive regard. (Mid-level only)

Competencies:

   *
2.
Conceptualization.

   *
9.
Managing the group process.

   *
20.
Use of social power.

4.
Concern with impact.

6.
Diagnostic use of concepts.

7.
Efficiency orientation.

11.
Perceptual objectivity.

13.
Proactivity.

14.
Self-confidence.

19.
Use of oral presentations.

   +
15.
Self-control (trait level only)

   +
18.
Stamina and adaptation (trait level only).

*
Are competencies for mid-level and executive level managers only.

+
Are competencies on the trait level only.  On the skill level there was no support found for these two competencies or there was an inverse relationship to effectiveness.

The remaining characteristics were shown to have no effect or to have an inverse effect on performance.  They are:

3.
Concern with close relationships.

10.
Memory.

Description of the Competencies
Conceptualization
"Conceptualization is a thought process in which the person identifies or recognizes patterns in an assortment of information...develops a concept that describes a pattern or structure perceived in a set of facts" (p 111).  Possession of this characteristic for competency is supported by Stepich's (1988) research on factors that distinguish experts from novices. 

Managing the group process.
This competency includes affiliative behaviors and group process skills.  The person possessing this competency assumes the role of collaborator and integrator.  He or she has a self-image as one who "can make groups work effectively." (p 138) 

Use of social power.
As a competency, the skills used are alliance producing skills.  The person possessing the competency assumes team member and organization member role.

Concern with impact.
This means "concern with symbols of power i.e., collect objects of prestige, become officers, act assertively, adopt roles of high status, interested in and good at influencing others." (pp 85-86)

Diagnostic use of concepts.
This competency refers to testing information by systematically applying it to the concept i.e., deductive thinking. (p 79)

Efficiency orientation.
This means "doing something better."  People who have this competency see themselves as efficient.  They believe they are capable of doing things better than others or capable of doing it better the next time they do it.  They assume the role of innovator.  They use the skills of planning, goal setting, and organization.  The motive behind this characteristic is achievement.  

Perceptual objectivity.
This competency means one can be "relatively objective and not limited in view by excessive subjectivity or personal biases, prejudices, or perspectives."  Note: called social objectivity by Bray et al (1974) and sensitivity by Levinson (1980).  

"At the trait level, perceptual objectivity is the disposition to view an event from multiple perspectives simultaneously.  These multiple perspectives may represent different levels of perception or conflicting views of a particular event or issue.  People with this competency demonstrate effective distancing skill; that is, the ability to remove themselves from emotional involvement in the specific situation or event and view it with relative objectivity."

"....when presented with a conflict among subordinates, they are able to accurately describe each subordinates’ "side" or view of the issue."   (pp 165-166)

They tend to identify the pros and cons of each alternative course of action being consider when making a decision.

Proactivity.
"...represents a disposition toward taking action to accomplish something."  

The person who possesses this competency insti​gates activity to some purpose.  He sees himself as an originator of actions in his life.   And he "view[s] events in life as opportunities for taking action" which is the opposite of seeing oneself as "pawns" at the mercy of luck. 

Self-confidence.
..."is a competency often called decisiveness or presence." (101)

Use of oral presentations.
This competency includes effective verbal (one-on-one or large audience) communication skills.  The person can "use symbolic, verbal, and nonverbal behavior to reinforce or interpret the content of the message and to ensure that the presentations are clear and convincing (105)."  The person knows how to ask questions and use visual aids.

Self-control (trait level only).
At a trait level, this characteristic refers to impulse control.  

Stamina and adaptation (trait level only). 

This competency refers to physical stamina.  It requires adaptation and coping skills.  The person's self-image is one of "I work hard and diligently.  I am flexible." (p 180)

Threshold Competencies
Accurate Self-Assessment - A threshold competency
Persons possessing this competency use self-assessment skills and reality testing skills.  He or she assumes the social role of sounding board and reality tester.  The self- image is "I know my limitations, my strengths, and weaknesses." (p 138)

Logical thought - Threshold competency
"Logical thought represents a thought process in which the person places events in a causal sequence.  This sequence is based on the perception of a series of cause-and-effect events. ....  People who possess the logical thought competency tend to behave and speak in certain ways e.g. describe a course of action with a list of actions or events arranged in an order reflecting rational, causal sequence." (109)

Specialized Knowledge - Threshold competency.
This competency refers to the usable facts and concepts available to persons during the performance of specific job tasks.  It does not mean how much information the person knows but how much usable information the person knows and can draw upon. "...if it is not usable, the possession of information is not related to performance." (p 183)   

The information could relate to a specific function, product produced, or technology used.  "None of these studies showed that superior performance as a manager was related to possession of more facts and concepts than average performance as a manager" (p 183).  However, "both average and superior performing managers had and used certain facts and concepts that poor performing manager did have or use"

"Unfortunately it is usually not the lack of knowledge, but the inability to use knowledge that limits effective managerial behavior"  For example,  "grades in school and performance on standard aptitude tests correlate with each other but do not predict successful performance in a number of professions (McClelland, 1973) (p 4).

Developing others - A threshold competency.
This characteristic includes skills in giving feedback to facilitate self-development.  The manager assumes the role of coach and helper.  The manager's self-Image is one of being helpful to others.

Spontaneity - A threshold competency.
This characteristic includes skills in self-expression. The person assumes roles of provoker and jester.  The person's self-image is someone who can act freely in the here and now.

Use of unilateral power - A threshold competency.
This characteristic includes skills in gaining compliance.  The person assumes the role of someone in charge.  

Positive regard - A threshold competency for Mid-level only.
On a trait level this means the manager has a belief in people.  The social role assumed is optimist.  The person uses verbal and nonverbal skills that result in people feeling valued (p 164)

Memory - Not a competency.
Memory "is the accurate, appropriate, and rapid recall of certain events or information."  Boyatzis found no evidence to support memory in his generic competency model.  However, he does suggest that memory is relevant in the context of other competencies in that a person must remember certain information before he or she can use and demonstrate any of the other competencies.

Concern for close relationships - Not a competency
Concern for close relationships did not relate to mana​gerial effectiveness.  There may be a negative relationship in that poor performers showed more of the characteristic at the skill level than average or superior performers.  However, average and superior performers had more of this characteristic at the motive level than poor performers.


Management Clusters

Boyatzis put the competencies into five clusters.  Four were competencies at the skill level to build an integrated management model.

Human Resource Management Cluster
· Use of Social Power

· Positive Regard

· Managing Group Process

· Accurate Self-assessment

These are supported by Perceptual Objectivity.

Leadership Cluster
· Self-confidence

· Use of Oral Presentations

· Conceptualization

· Logical Thought

Goal and Action Management Cluster
· Efficiency Orientation

· Proactivity

· Diagnostic Use of Concepts

· Concern with Impact

Directing Subordinates Cluster
· Use of Unilateral Power

· Spontaneity

· Developing Others

Focus on Others Cluster*
· Self-Control

· Perceptual Objectivity

· Stamina and adaptability

· Concern with Close Relationships

* Note:  The Focus on Others cluster showed a positive relationship with the human resource management cluster.  However, it did not show a positive relationship with the other three clusters.
"Building coalitions, stimulating collaboration and team spirit in work groups, having positive regard and a realistic view of himself or herself (i.e., the human resource management cluster) would be enhanced if the person could inhibit personal needs, desires, and feelings in the context of work group or organizational needs, perceive the various positions and perspectives people may have on an issue or in a conflict, and make friends (i.e., the focus on others cluster).  Since the opposite is not necessarily true, it would appear that this is a one-way secondary relationship." (p 182)

Finally, Boyatzis correlated each of the competencies with the five traditional management functions identified by Appley (1969) and Drucker (1979):

	Planning.
	Determine goals

Build action plans to achieve goals

Determine how plans should be executed

Communicate the above to others
	Goal & Action Cluster

Leadership Cluster

	Organizing
	Identify resources needed for plan 

Determine how to structure them

Set standards of performance

Communicate the above to others
	Goal & Action Cluster

Leadership & Human Resource Clusters

	Controlling
	Monitor performance

Provide feedback

Reward or discipline
	Goal & Action

Directing Others

Human Resources Clusters

	Motivating
	Build commitment

Simulate interest in work

Develop subordinates.
	Human Resource &

Leadership Cluster

Directing Others Cluster

	Coordinating
	Stimulate cooperation

Negotiate resolutions of conflict

Represent the organization to the outside.
	Human Resource & Focus on Others Clusters

Leadership Cluster


Note: See Table 12-2 on page 236.


Research methodology

Boyatzis analyzed 2,000 people in 41 management jobs in 12 organizations.  21 of the management jobs were in the public sector.  20 were in eight organizations in the private sector.

He used a five-step process to generate a validated job model.  Step one was to determine appropriate measures of job performance.  Step two was a job element analysis.  This step produced a weighted list of required characteristics managers believed distinguished superior performers from average performers.

Step three used a critical-incident interview.  It resulted in a detailed description of a number of critical incidents.  Subjects' thoughts and feelings were coded for characteristics.  Step four was the identification and ad​ministration of tests and measures to assess competencies.  Performance on the tests was related to job-performance criteria.  Steps three and four produced a validated set of competencies.

Step five integrated the results of the previous four steps into a model.

Boyatzis's research method differs from other methods.  First, it examines the person in the job, not just the job itself.  Second, it results in a model of competence, not a list of traits.  Three, the compet​ency model can be validated in terms of performance data.

"The Job Competence Assessment method overcomes three potential problems of theory or panel methods.  First, a theory or panel approach determines what an individual or group of 'experts' think is relevant; this may be an 'espoused theory of action' and not a 'theory in use' (Argyris & Schon, 1974).  Second, theory and panel methods often result in identification of characteristics, such as courage or dedication, that are not behaviorally specific and are difficult to assess.  Third, results from theory and panel methods are often assumed to be related to performance and not empirically tested against performance data." (p 43)

� Boyatzis, Richard E. (1982), The Competent Manager: A Model for Effective Performance, McBer and Company, John Wiley & Sons.  Dr. Max Cropper received Hales’ synopsis via email 6/02/21.
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