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CHAPTER SIX: MANAGERIAL EFFECTIVENESS IN CONTEXT OF 

„UNRWA‟ EDUCATION PROGRAMME  

 

6.1 Introduction 

This chapter presents the main findings of the research in the area of managerial 

effectiveness; eight specified parameters (
1
) of managerial effectiveness, contextual 

factors effecting managerial effectiveness including training and development of the 

middle and senior managers of the Education Programme, UNRWA, Lebanon. In this 

study the main research questions which have been structured are tested in detail and 

compared to available quantitative and qualitative data. The major analysis and findings 

of the research which are presented in chapter five will be discussed in this chapter.  

 

6.2 Parameters of effectiveness revisited and re-examined  

The study aimed to identify the casual and behavioural influences that determine the 

managerial effectiveness of the middle and senior managers in the Education  

Programme UNRWA, Lebanon. The results indicated the availability of factors which 

contribute to “parameters” of effectiveness at work. It has been found that a better 

understanding of the subject requires attention to the middle and senior managers‟ 

“choices” and “meaningful actions”, within an open system context. In this respect, 

attempts were made to generate data and information which met the needs of the 

UNRWA, Educational Programme. The findings of this research support the findings of 

the other major researches in the field of managerial effectiveness (Gummesson, 1991; 

                                                 
1.The discussions in this chapter are largely influenced by the research and contributions  

   made by Professor Analoui (1999, 2002, 2007) who carried the original empirical study in  

   the Ghanaian public sector.   
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Analoui, 2002, 2007).  The analysis of the data resulted in the identification of groups of 

causal and behavioural influences, independent as a category but interdependent on one 

another. Each revealed one aspect associated with managerial effectiveness. Analoui 

(1999) referred to them as “parameters” of managerial effectiveness. These parameters 

pointed to individual but also internal and other external contextual factors which as a 

whole determined the senior managers‟ effectiveness. These parameters have been 

discussed below.  

 

6.2.1 Managerial Perception (First Parameter) 

The middle and senior managers and officials are asked to express, “How would you 

describe an effective manager?” The aim of this question was to explore the perception 

of the middle and senior managers of their own effectiveness and to learn if they are 

aware of the characteristics and qualities that an effective manager should possess. The 

received answers ranged from “Good planning and outcomes”, “Flexible, confident, 

modest“, “being a good leader”, to being concerned with “Good communication and 

managing well”, “High achiever and energetic”, “Aware, democratic and lenient”, 

“Good organizer”, “Honest and respectful”. The description varies according the 

position and post level of the managers. The said perceptions mainly represent the 

characteristics of a manager whom they often refer to as “ideal”. In this respect the 

question is; do managers say something about themselves or do they describe an ideal 

manager? The data collected and analysed, indicate that on the whole, managers have in 

mind an image of an effective manager whom they wish to be or more importantly who 

they wish their superior to do. It is particularly interesting to discover that in situations 

where the managerial control is complete and which leaves little room for expression of 
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discontent, the managers use such occasions to describe how they feel about their 

organisations and their immediate superiors. 

 

The more senior the managers, the easier they find it to provide a description of who 

and what they think an effective manager should be (Kakabades, et al., 1987; Analoui, 

2010). It is worth mentioning that some respondents criticized their superior, but they 

disguised their answers with comments such as “we have to manage with these people 

in this organisation”.  

 

Analysed data, in the Education programme, UNRWA, Lebanon, as the whole, indicated 

that 16 descriptions, in their order of priority, were ranked as the most important qualities 

as shown (see Table 5.8 in Chapter Five).  As a whole, the qualities which were described 

portrayed a manager who is able to carry out tasks and deal with people at work. 

Moreover, concentration seems to have been placed on the need to perform task, in 

addition to motivate and lead people at work. 

 

Despite the impression given that effective managers require qualities which are more 

people related, the terminology used to describe these qualities, such as planning, 

organizing, scheduling, disciplining and the like, are indicative of the functional image 

of the manager as described by early management theorists (Analoui, 1999 and 2002). 
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Managerial perception of this phase (first parameter), of the research carried out came to 

the conclusion that, „the impression given is that it is not enough to be able to get the job 

done, simply because managerial positions also require the ability to work with people. 

The issue that most managers were critical of the way they were being managed or the 

way things are in their organisation is indicative of their frustration and dismay with the 

present system within the public sector.  

6.2.2 The Need for Managerial Skills (Second Parameter) 

Middle and senior managers were asked to name three managerial skills, in order of 

priority to them, which they consider in their view as important for them to increase 

their effectiveness. The needed managerial skills were categorized into three categories: 

Task-related, people-related and self and career development-related. Analysis of the 

responses shows that most of the knowledge, skills and attitudes which were reported by 

the respondents to be the most important for increasing effectiveness, related to people 

skills (N=103), the second were task related (N=98) and  the third were self and career 

development related skills (N=70). The frequency and the rank of each skill are shown 

in Table 5.10 a-d.    

   

Moreover the analysed data shows that from among the numerous skills, knowledge and 

abilities which have been listed to be essential for increased managerial effectiveness, 

the most important skills are linked to the people-related and analytical categories and 

not the task-related ones as shown in Figure 5.10 d in chapter five. Skills such as 

delegation, (being a good planner), organizing ability, good human relations and 

leadership skills are indicating that, as expected, senior managers are more in need of 

“interpersonal” and “analytical skills” rather than “informational” and “decisional” as 
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has been described in the available literature. Two important issues have emerged from 

this data. These are: 

 

1. There seems to be a similarity between the characteristics attributed to an 

effective manager and the skills which are required to remain effective. This 

consistency in the responses given has important implications for the way 

managers perceive themselves and others, in particular their superiors. 

2. People-related and analytical skills seem to be the most important skills required 

by managers for their effectiveness at work. While most skills tend to prepare 

the managers to become more successful in their interaction with others, the 

self-related skills seem to be needed in order to compensate for the lack of 

attention and supervision expected by them. 

 

Again the responses were partly expressing the managers‟ expectation of others, in 

particular the leadership of the organisation, and partly providing what they thought 

were the main ingredients for being effective. Data generated through interviews 

indicated that in most cases respondents felt that possession of these skills would 

“helpfully” lead to more effectiveness at work but in reality they felt that the situation 

may never change. The responses support the findings of the previous studies of the 

senior managers in the developed and developing countries. Managers become more 

and more aware of the need and importance of having skills that enable them to work 

with people; because most managers nowadays are aware that they can‟t be effective 

unless they work with or through people, namely colleagues, peers and subordinates 

(Analoui, 2002). 
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It is probably not surprising to report that middle and senior managers require as much if 

not more “management development” than “management”‟. 

6.2.3  Organisational main criteria for effectiveness (Third Parameter) 

Middle and senior managers were asked about the main criteria for effectiveness in their 

own organizations. The analysis of data reveals a list of criteria (26 criteria, the 

frequency of each criteria ranged from 2 to 32). The ten top criteria are listed in order of 

priority to the respondents. Criteria such as: task achievement, output and objective, are 

the most important factors for determining effectiveness from an organization‟s point of 

view. Other criteria such as motivated and well trained staff, clear plan, to follow up and 

control, adhering to rules, relationship with others, communication, students results, 

have a clear mission, vision and objectives, outcomes, favouritism and having good 

relationships with seniors, follow up and evaluation, obedience and avoiding conflict, 

team work, and academic and technical qualifications were also considered as important 

criteria from top management for their subordinates. Table 6.1, illustrates the 

description of organization criteria for effectiveness and order of importance in 

UNRWA.   
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Table 6.1:  Frequency and value of organization criteria in UNRWA for increased 

effectiveness 

 

No. Description Frequency 

Order of 

Importance 

1 Outcomes 12 7 

2 Favouritism and having good relations with seniors 10 8 

3 Team work 8 10 

4 Establishing rules 2 16 

5 Support and coach others 6 12 

6 Honesty, commitment and fairness 5 13 

7 Clear plan 19 3 

8 Follow up and evaluation 10 8 

9 Personal abilities 6 12 

10 Relationship with others 14 5 

11 Motivated and well trained staff 21 2 

12 Communication 14 5 

13 Task achievement, output and objective 32 1 

14 Academic and technical qualifications 8 10 

15 Ownership of objectives 2 16 

16 Obedience and avoiding conflict 9 9 

17 Leadership 4 14 

18 Able to take decisions 4 14 

19 High performance 7 11 

20 Students results 14 5 
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21 To follow up and control, adhering to rules 17 4 

22 Have a clear mission and vision and objectives 13 6 

23 Developing programmes for staff based on staff 

needs 

7 11 

24 Punctuality 3 15 

25 Students attitudes towards schools 6 12 

26 Loyalty 7 11 

Source: Data Analysis 

 

Middle and senior managers expressed the opinion that the most important indicator to 

them of their effectiveness was that their staff achieved targets. However, it became clear 

that targets were often “set” for the subordinates, with little degree of involvement in the 

setting of those targets on the part of the employees concerned.  

Despite of the difficulties, demands and constraints with which managers were faced, the 

organisation expectation was an ability to “get on with it” and “get the job done”. Most 

work which was carried out in this programme took the form of achieving outcomes 

against pre-set indicators and projects, therefore, the ability to achieve outcomes and to 

meet and prepare final reports of the project were the most important.  

 

Regular reports and other written documents were seen as the means of verifying the 

achievement of targets. Managers are expected to plan, self-motivate and achieve targets. 

These were expectations very similar to the characteristic used by the managers to 

describe an effective manager. It could be argued that all managers were aware of what 

was expected from them and that their views and opinions concerning managerial 
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effectiveness has been partly, or even to a large extent in some cases, formed by the 

dominant value system of the organisation. 

6.2.4  Motivation (Fourth Parameter) 

As suggested in earlier in chapter five, in order to understand effectiveness, attention has 

to be paid to all parameters of the phenomenon, and in particular the motive behind the 

actions undertaken by managers. The analysis of the quantitative data revealed, not 

surprisingly, that the motivators were those factors which were not already present at 

work. According to Analoui (2007) „all managers reported that their effectiveness is 

adversely affected the low level of remuneration since they had to “think about” how to 

compensate and balance for the lack of it, and/or spend time outside of the organisation, 

often on “projects of some sort to feed their family‟ (Analoui, 2002). It is therefore 

understood that employees from time to time need to “earn some money”; therefore, their 

absence from the organisation is not complained about seriously (Analoui, 1999, p. 374).  

 

Middle and senior managers were asked a question to examine what important reasons 

are behind the middle and senior managers' attitudes to work and more precisely what 

factors determine senior managers' motivation in achieving quality performance in their 

jobs. In section four, of the survey questionnaire a question regarding reasons affecting 

motivation of the managers was designed to collect relevant data for this purpose. The 

respondents were asked to rate the importance of 15 motives which they considered to 

be a motive or need in relation to maintaining their quality performance in the job. As 

shown in Table 5.12. The findings reveal that the ranked top five reasons as important 

and very important are the following: Good and fair personal polices, opportunity to 

participate in management training programme, job with valuable purpose, participation 
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in policy making and evaluation, and opportunity for personal growth and development. 

While very important reasons (motives) are related to job security, opportunity for 

advancement, achievement and success in the job, good working conditions, recognition 

of good work and good salary, job security ranked first; as very important for middle 

and senior managers while job autonomy and freedom ranked the least important in 

motivating them to maintain good work. 

 

The analysis of the results also shows that for middle and senior managers as a whole, 

the „job security‟, „opportunity for advancement, achievement and success in the job‟, 

„good working conditions‟, 'recognition of good work' and „good salary‟  which all are 

in fact job related motives have considerable importance in their motivation to work. 

These results correspond with the analysis of the senior and middle managers 

perceptions of managerial work. Because the job is viewed as important to middle and 

senior managers, the skills and knowledge; and task and people related aspects of their 

work, were perceived as enabling them to become more effective. The result of this 

study indicates that the middle and senior managers in UNRWA are best motivated to 

work effectively when they have job security and opportunity for advancement, 

achievement and success in the job.  Various factors such as good working conditions, 

recognition of good work and good salary are highly influential and seem to be of equal 

importance in middle and senior manager's motivation (ranked 3
rd 

4
th

 and 5th). The 

financial reward in terms of salary (ranked 5
th

) and is therefore ranked as less important 

than other hygiene factors such as job security, but tends to be more important than the 

opportunity for their own development or authority to make important decisions. 
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It is worth mentioning that the special situation of Palestinian refugees in Lebanon, 

urged them to rank the job security very important because UNRWA is nearly the only 

place that a Palestinian refugee can have the opportunity to find a job there. Before the 

Gulf War in 1990, there were better chances for Palestinians to find jobs in the 

surrounding Arab region, but these days it is rare for Palestinian Refugees to be hired in 

any organization unless he or she has second nationality or has extraordinary 

qualifications. 

6.2.5  Degree of “Demands” and “Constraints” (Fifth Parameter) 

Observations indicated middle and senior managers showed an awareness of their own 

and others effectiveness. Thus based on this knowledge towards their work and 

effectiveness, the managers were asked to report the obstacles, difficulties, demands and 

constraints at work. The analysed data revealed a list of factors that tend to have negative 

impact on the effectiveness of the managers; in reality managers in each organization face 

different types of difficulties. These difficulties are: limited resources, inadequate and 

untrained staff, lack of teamwork, low salaries, lack of motivation, and weak cooperation 

and communication between parents and local community. In this respect, the data 

analysis revealed a list of factors that were reported as having adverse effects on the 

effectiveness of the managers, though respondents in the organisational setting 

experienced different types of demands and constrains. These demands are: work load, 

extended family, supervisors/head officers, attending meetings and training. Regarding 

constrains: systems/structures, job requirements, lack of cooperation, budget limitation, 

interference of political people, donor expectations, inadequate and untrained staff, low 

salaries and lack of motivation (see Table 6.2). 
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The constraints and demands, whether those identified and briefly introduced or those 

which will never be mentioned, such clusters of demands at an individual, organisational 

and a wide social level, according to Stewarts (1982) leave the managers with very little 

chance to determine their own level of effectiveness. 

 

6.2.6  Presence of “Choices” and “Opportunities” for Effectiveness (Sixth 

Parameter)  

Through data analysis and interviews, middle and senior managers revealed that training 

for professional development through courses, seminars and discussion, motivational 

(intrinsic and extrinsic) for instance working conditions, improving the work, meeting 

needs for example exploring skills needed and follow up visits and better conditions to 

obtain best results, will be seen as credits for middle and senior managers for career 

progression and promotion (See Table 6.2). 
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Table 6.2: Summary Table of Demands and Constrains 

 No. Demands Frequency Priority 

1 Work Load 20 1 

2 Extended family 18 2 

3 Supervisors/head  17 3 

4 Attending meetings 15 4 

5 Training 14 5 

 

No. Constrains Frequency Priority 

1 System/Structure 22 1 

2 Job requirements 20 2 

3 Lack of cooperation 19 3 

4 Interference of 

political people 

18 4 

5 Budget limitation 16 5 

6 Donors expectations 15 6 

Source: Data Analysis 

 It was clear that the presence of “role-culture” and lack of motivation “has forced” 

some managers “to think of themselves”. Therefore, the exploration of choices available 

to them provided the basis for formation of the “person-cultures” and pursuit of 

personal goals for effectiveness (Handy, 1994, Kakabadse, 1980). 
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Moreover, analysed data shows that respondents gave the training opportunities for 

effectiveness first priority, the second went to better working conditions and equipment 

and third priority for organisational and managerial process, (See Table 6.3 and Figure 

6.1). 

 

6.3:  Most important indicator for choices and opportunities for effectiveness 

Choices None Cumulative value Priority 

a)Training opportunities for effectiveness 39 61 First 

b)Better working conditions and equipment 44 52.50 Second 

c) Organizational and managerial processes 44 50.25 Third 

Total Non-respondents in all categories 127   

Source: Data Analysis 

Figure  6.1:  Most important indicator for choices and opportunities for effectiveness 

 

Source: Data Analysis 
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Stewarts (1982; 1991) suggests that choices open to managers in order to be effective at 

work are primarily determined by the degree of demand placed on them and the 

constraints in their job. According to Analoui‟s work (1999, p. 380), he argues that „a 

total of 35 factors related to the choices available have been identified, from which the ten 

most important ones are listed as follow: 

 

 training (self)  

 on-the-job training,   

 part-time study,   

 necessary resources/equipment,   

 teamwork/co-operation, 

 better remuneration, 

 funding,   

 more appropriate staff,  

 visit other units/establishments,  

 effective/regular communication, and  

  relevant literature/library.  

 

The responses of the middle and senior managers point to solutions and ways of dealing 

with the present situation in order to become more effective. As one explained, “This 

training may not be seen as the ultimate but it is good in these circumstances”. Almost all 

managers considered training as one of the most important factors for increased 

effectiveness. They generally believed that training would increase their effectiveness, 

though most qualified this by adding, “we have experienced bad training courses, as you 
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know, but recently with Bradford University‟s management development programme 

things improved and we got to grips with the real management development issues” It 

was widely believed that the course (content and structure) and the trainers were able to 

meet the needs and demands of the senior managers.  

 

The absence of an appropriate evaluation system meant that opportunities were generally 

shared and often, instead of training, senior staff was sent away on Masters‟ and even 

PhD programmes abroad. The most realistic view was that, in the absence of external 

opportunities a combination of part-time study and on-the-job training may provide better 

value, a point which was not acceptable by all. 

 

Organisational and leadership processes such as, communication, delegation, incentives, 

team management and the like were mentioned as solutions rather than opportunity. “If 

only we could…” suffixed most such suggestions. Wherever, there was a discussion 

concerning effectiveness, training and availability of opportunities, it was repeatedly 

mentioned that: “we all need training, many of those who really need the training for 

increased effectiveness are the very top management of the UNRWA. “They are the 

policy makers, strategic decision makers …” a point which some top management agreed 

with and some did not like at all.  

 

The opportunities will be in a sense related to demands and constraints. It appears that the 

presence of the constraints and demands is forcing senior managers to think of a “way 

out”. Unfortunately, in most cases and only in interviews, senior managers will reveal that 

training, part-time study and full-time secondment, visits abroad including attending 
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seminars, conferences and other scientific venues will be seen as ultimately enabling the 

senior managers to move up, move away or one day be able to work for international 

agencies. It was clear that the presence of “role-culture” and lack of motivation “has 

forced” some managers “to think of themselves”. Therefore, the exploration of choices 

perceived as being available to them indirectly showed the presence of an undercurrent of 

conflict and discontent.  

6.2.7  Nature of Inter-Organisational Relationships (Seventh Parameter)  

For the Education Programme, UNRWA, Lebanon, the Inter-organisational relationship is 

one of the major roles that middle and senior managers should work on as its 

environmental context and mission demand this type of relationship for its continuity and 

validity. The middle and senior managers should work continuously to improve these 

links and communication with the sister UN organizations and Government Ministries 

(Ministry of Education) since the Education Programme, UNRWA, Lebanon, adopts the 

Lebanese Government Curriculum by mandate. Moreover, The Palestinian students 

joining the UNRWA schools have to sit for the Lebanese official exams in the 9
th

 and the 

12
th

 grades. Thus, middle and senior managers have to keep good contacts and 

relationships with all UN organizations working in Lebanon, the Government, and all 

NGOs working in the related fields. 

    

Currently, it is recognised that not only work organisations but also their management do 

not operate in a vacuum. Organisations are related to one another and so are the managers 

in different organisations. Interestingly, most managers were aware of the importance of 

establishing a link between their own and other organisations.  Middle and senior 

managers were asked about the importance of the inter-organisational relationship for 
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their effectiveness at work. From the quantitative analysis of the data (See Table 5.15) 

and interviews carried out, 14 specifically responded to this question and commented on 

the importance and need for constantly intensifying these connections with organizations 

in the community.  About 45% of managers described the inter-organisational relationship 

as being “inevitable” and 36.7% viewed it as important. The qualitative data generated 

through conducting interviews further showed that managers are aware of the need for 

establishing relationships with others at all levels including sectional, departmental and 

organisational. As one middle manager commented; 

 

“It is normal now to have contacts both inside and outside of the 

organisation. It is natural to know others and this is how the work is 

done, you need something, you cannot find it in your own place so you 

have to get support from outside, somewhere in other organisations, as 

saying goes one hand cannot clap. Besides sometimes it is easier to get 

support from outside than inside.” (S.M.M.I.7) 

 

Most managers felt that it is important to keep an eye on what is happening 

outside in other organisations. Some managers viewed this as a form of 

monitoring the activities and looking out for opportunities which may benefit 

them.  What is certain is that they were not interested in the information for 

formulating the organisation polices rather they felt that in their positions as 

senior managers they are expected to be aware of and have a reasonable 

knowledge of what goes on outside in other similar institutions.  As one 

commented;  
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“Days that you could stick to your job and not to worry about what is 

happening out there are gone for good... These days, you got to keep 

an ear to the ground and make sure you know about politics... things 

are constantly changing and shifting and people are talking all the 

time... Who knows may be they are talking about your 

job!”(S.M.M.I.12)  

 

Middle and especially senior managers were particularly interested in the 

checking the changes in other organisations as a means for securing an 

opportunity for their own career development. It was evident that career 

development was a main concern and little was communicated to the managers 

about the possible opportunities in the environment. As one senior manager 

commented;   

 

“These days, managers are expected to manage their own career and 

their own professional development. That means looking carefully and 

to see if there is a chance out there for making a move or strengthening 

your position within your own organisation....No one comes to you 

with opportunities for career development.. Oh no...Not here no in this 

place.” (S.M.M.I.13)  

 

Whilst all managers showed some degree of awareness regarding the need for 

being engaged in intra-organisational activities and establishing relationships 
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with others, senior managers were more aware of this need and made effort to 

exploit it. 

 

Data analysis confirms that 50% of middle and senior mangers consider intra- 

organisational as important and 18.3% very important, while 26.6 % referred to its 

importance as “so-so” (See Table 5.16). 

 

As UNRWA, United Nation for Relief and Work Agency for Palestinian Refugees in the 

Near Middle East, is considered to be an official body who is responsible for looking after 

the rights and taking care of the Palestinian People until they return back to their occupied 

land (Palestinian were forced by weapon and massacre‟s to leave their homeland to 

neighbouring Arab countries in 1948). Accordingly the organisational structure of 

UNRWA, Lebanon, and its sister UNRWAs in the other four fields, Syria, Jordan, West 

Bank, and Gaza Strip consist of the following major programmes, Education, Health and 

Social and Relief services. In addition, to other supportive departments such as: finance, 

administration (personnel and IT), supply and logistics, public information and Legal 

office. 

Thus, the middle and senior managers have to be aware of the nature of the organisation 

and the intra-relationship and its impact on the effectiveness of different programmes and 

on the said managers because there are a lot of cross- cutting issues that affect the work of 

each programme and the organisation as a whole.    

6.2.8  Dominant Managerial Philosophy (Eighth Parameter) 

It has been suggested (Analoui, 2007) that the dominant managerial philosophy in an 

organisation does influence the activities, operations and the culture which are the integral 
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part of it. Moreover, it also influences the roles performed by the staff and especially 

managers. It certainly affects the flow of information and decision making, and the 

informal and formal relationships among the people in the organisation. The leadership of 

the organisation provides the “role model” and standard for the patterns of behaviour and 

therefore has proven to be decisive factor in determining the effectiveness of the 

managers in the organisation. The data, whether in qualitative or quantitative form, have 

indicated the presence of this influence of the managerial philosophy in UNRWA as an 

organisation. The traditional preference for “politically correct administration” as opposed 

to management has resulted in many instances in the ineffectiveness of the individual 

managers and the organisations as a whole. Ultimately, the degree to which the middle 

and senior managers apply traditional management concepts and techniques varies from 

one part of the organisation to another. As the data revealed that N=36 considered the 

dominant managerial philosophy as traditional, bureaucratic and authoritarian and ranked 

first in terms of  importance given to the question (See Table 5.17). In this respect, results 

point out that the majority of the managers tend to follow the traditional trend except 

those middle and senior managers who were recently trained in modern management. As 

one commented: 

 

“Before the last round of management development, we had no idea what was our 

style and whether there existed any other alternative.   Well we know now, we 

have to change but it takes time, the old times and those who have not been 

exposed to management training cannot change. Very difficult to change their 

attitude. Also, there is the issue of expectation. This is what is expected from you 
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by the senior managers. Being traditional, safe and not making waves...” 

(S.M.F.I.6) 

 

The Education Programme, UNRWA, Lebanon, and other fields since 2000 have been 

trying to work on improving and upgrading the managerial skills of their middle and 

senior managers to prepare them for more decentralised and open system approach for 

managing the organisation. Further initiatives has been adopted and implemented by 

UNRWA, HQ administration as a whole to give more independence for the fields to 

decide on their needs and priorities. Accordingly the field and the individual department 

will distribute their allocated budget based on their pre-identified needs. Moreover, they 

conducted training on managerial skills for most middle and senior managers of all 

programmes and departments as a part of the process towards a more open system 

approach in leadership. In reality all middle and senior managers in the Education 

Programme, UNRWA, considered that their organisation is trying to be democratic in 

certain and very limited and minor issues but regarding serious and critical issues are still 

very bureaucratic and need a lot of interventions to reach the intended style of leadership 

that will help in improving the managerial effectiveness of middle and senior at the 

Education Programme UNRWA, Lebanon.  

6. 3 Transactional vs Transformational leadership of the organisation 

The analysed data has shown that (N=50, 50%) of respondents believes that the dominant 

leadership style adopted by the organisation is both transactional and transformational. 

Moreover (N=34, 31.2%) of respondents consider the leadership of the organisation is 

transformational and (N=11, 10.1) commented that it is highly transformational (See 

Table 6.4). What was interesting to learn was that most managers felt that if they had to 
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choose, transformational would be preferred to transactional style. Also, some voiced 

their desired leadership style for the organisation rather than describing the actual one 

(Kakabadse, et al., 2000; Analoui and Karami, 2003). 

Table 6.4: Organization Dominant Managerial Philosophy   

Description Frequency Order of 

importance 

Traditional, Bureaucratic and 

Authoritarian 

36 1 

None 16 2 

Cooperative  14 3 

Ineffective behaviour at work 12 4 

Democratic, Human relation 8 5 

Positive, effective and successful 7 6 

Favouritism 2 7 

Transparent (open system school) 1 8 

 

Source: Data Analysis 

 

6.3.1  Important aspects for the leadership in UNRWA 

The analysis of the data has shown that (N=79, 72%) of the respondents agree that 

managerial ability, motivation, participatory training, and guidance and providing help are 

important for the leadership in the organisation (See Table 5.19).  

Especially, these days the most important aspect for middle and senior managers for the 

leadership of the UNRWA is to provide support for all concerned staff.  However in 
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UNRWA due to excessive workload middle and senior managers can‟t provide adequate 

support to their staff.  

 

 6.4 Effects of cultural and political background situation on managers‟ effectiveness 

The analysed data revealed that N=20, 18% consider the affect of cultural and political 

background on their effectiveness is so-so, while N=52. 47% said it has an important 

affect on managers‟ effectiveness. Moreover N=26, 23% mentioned that it has a very 

important affect, as shown in (See Table 5.20). It is evident that in a politically unstable 

situation where most managers live with the uncertainty of war and invasion from Israel, 

managerial effectiveness is invariably affected by the outside factors. As one said; 

 

“You don‟t know what is going to happen next.., with Israel being next door anything can 

happen. You need stability and security and neither is here. It is difficult and you know it 

better...”  

 

 6.4.1  Effect of security situation on managerial effectiveness 

 The analysis of the data has shown that the majority of the targeted managers about N= 

66, 60.5% said that the affect of the security situation is high and very high. Also N= 29, 

26% consider its affect as so-so, (See Table 5. 21). Most managers were aware of the 

insecure conditions in which they worked. However, they felt that although the situation 

is manageable but it does affect their effectiveness in getting their jobs done. As one said; 

 

“When the problem starts we have to see to the aftermath. The whole strategy is to keep 

us guessing and insecure, but we have to manage and we do.” 
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The unstable security situation will urge middle and senior managers to amend and 

modify their planes to meet their objectives and outcomes which will affect directly their 

managerial effectiveness.  

6.4.2  Relationship between effectiveness and performance 

 The analysed data has shown that N=50, 45% of respondents agree that there is a 

relationship between effectiveness and performance. And N=53, 48% of the senior 

managers highly agree (See Table 5.22). As one pointed out; 

“Of course it is, low performance shows something is wrong. Mind you in 

most cases, people (managers) can be more effective if they are allowed 

too perform.” (S.M.M.I.3) 

 

The majority (about 94%) of the middle and senior managers responded between agree 

and highly agree that there is a direct relationship between effectiveness and performance. 

 

6.5   Senior Managers‟ Training and Development 

One of the issues that this study has been concerned with is the assessment of the 

importance of managerial knowledge and skills, as perceived by senior managers, for 

their own effectiveness. The results of the study and the foregoing analysis appear to 

prove the general hypothesis that the importance of different managerial skills and 

knowledge which contribute to senior managers‟ effectiveness varies considerably. The 

analysis of the qualitative data also demonstrates that middle senior managers were 

definitely sure about the differing degree of importance of various identified managerial 

skills on their effectiveness. The degree of importance attached on the various skills 
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thus, can be viewed as a hierarchy of skills which at the same time establishes an 

appropriate body of managerial knowledge and skills which are required for the 

effective performance of senior managers. 

 

The survey results shed light on how important the identified set of managerial skills are 

for the effectiveness of senior managers. Overall, the results indicate that the participant 

senior managers generally placed a high level of importance on to the management 

development training and the need for the achievement of managerial skills as the most 

appropriate means for increasing their managerial effectiveness. Furthermore, the rated 

importance and the mean score rankings of the skills indicate that the senior manager‟s 

effectiveness is perceived to be a function of a combination of a diverse set of skills 

regardless of their positions in the organisations. The overall high ratings of the total 

number of skills for all levels of management could well indicate an overwhelming 

support among senior managers for management training and development, and the 

learning of the required managerial skills. The high ratings can also be interpreted as 

pointing to the high validity of the measures which were employed. 

 

6.6      Suitability of the Parameters of Effectiveness for this study 

As explained earlier, going through the field work, the researcher began to realise the 

there are similarities between the views of the middle and senior managers in UNRWA, 

Lebanon and views of the senior managers in Ghana where the original study was 

carried out. This was particularly interesting because it meant that managers regardless 

of the nature of the job (Chimerine, 1997; Kakabadse et al, 1996) have similar views 

concerning their effectiveness. For example, the data on the awareness showed; as 
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managers reached middle and senior management positions they begin to obtain a 

higher level of awareness (Analoui et al., 2010). This awareness provides the basis for 

differences in their perception (Analoui and Lampart, 2011; Analoui, 2007; Schluer, 

1992), none the less they all become increasingly aware of their own and others 

effectiveness and its implications for their career development (Analoui and Karami, 

2003; Kakabadse, et al, 1987). 

 Whilst all parameters identified earlier by Analoui (1999) made sense to the 

respondents, it was clear that middle and senior managers preferred to see their 

effectiveness resulting from a variety of many factors (Mulline, 2005; Duncan, 1999; 

Kakabadse, et al., 1997; Hales, 1986; Mintzbery 1973) rather than one single factor as 

suggested by writers such as Druker, (1973). Of course, managers were aware of the 

differences between themselves and others, especially those who manage similar 

situations elsewhere in the world, but generally they felt that these managerial 

effectiveness and related factors are relevant to Lebanon as they are in other countries, 

especially the LDCs (Analoui, 1999; Schlender, 1997; Stoner and Freeman, 1989; 

Mintzberg 1980). 

 

The interesting aspect of the framework proposed by Analoui (1999, 2002) is the 

acknowledgement of the contextual factors namely, personal, organisational and 

external  sources of influence (Robbins, 1997; Kakabadse,  1983) but at the same time 

also acknowledging the differences in the extent to which these sources affect the 

individual middle and senior managers. Where for example, Ghana provides a 

reasonably safe and stable socio-economic and particularly political environment 

(Analoui, 1999, 2002) Lebanon provides the opposite for the managers. The insecurity, 
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possibility of invasion at any time, internal political and economical struggles all affect 

the effectiveness of the managers (Campbell et al., 1970; Analoui and Karami, 2003; 

Analoui, 2007). In short, whilst the sources are the same, Analoui, points out the 

impacts are varied and different (2007, 2010). 

 

To sum up, as shown in the review of the empirical studies, the exploratory framework 

employed (Analoui, 1999) for this study fits the requirements of the study and has 

proved to be robust enough to explain the causal relationships between the parameters 

and the context in which managers at UNRWA operate. As pointed out earlier, one 

contributing factor may be that the framework has originally been developed within the 

developing world hence it makes more sense in UNRWA and Lebanon condition.  

 

6.7   Conclusion 

The findings of this research appear to indicate that people-related skills have the 

highest influence on the effectiveness of senior managers; more attention needs to be 

paid to developing competence in people skills at all levels of senior management. 

These results also suggest that the senior managers‟ own development and growth must 

be given a high degree of priority in the formulation of the human resource development 

policies and strategies, while at the same time some efforts need to be directed towards 

eliminating those obstacles which are hindering senior managers‟ development. It 

should be pointed out that the relative degrees of importance attached to such skills are 

likely to change with respect to circumstances. 
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One interesting issue which has emerged from all this is that in reality the identified 

managerial skills are so overlapping that it is difficult to make a clear-cut distinction 

between the three categories, the line of differentiation there, can only be drawn 

theoretically and only for the ease of analytical purposes. Furthermore, there is clear 

indication that the senior manager irrespective of their seniority requires a 

comprehensive range of managerial skills for their increased effectiveness. 

 

Analoui‟s eight parameters framework has been employed to study the managerial 

effectiveness and management development issues in UNRWA in Lebanon. The aim and 

analysis of the eight parameters of managerial effectiveness is to identify the causal and 

behavioural influences which determine the managerial effectiveness of middle and senior 

managers in UNRWA. The results point to the presence of factors which constitute 

“parameters” of effectiveness at work. There is also a need for consideration of other 

contextual factors such as individual and organisational, and external factors such as 

socio-economic situations which influence the managers‟ effectiveness in UNRWA.  

 

The eight parameters of effectiveness within UNRWA also point to a mirror image of the 

characteristics of each dimension. That is to suggest, what forms the motivation for 

greater effectiveness is also indicative of what the constraints and demands are which 

control the individual manager concerned. The perception of the individual managers of 

their own and their colleagues‟ effectiveness is also related to the skills and abilities 

attributed to the effective managers. And, most important of all, the UNRWA‟s 

expectation of its managers is reflected in the nature of the criteria for effectiveness which 

is held by the organisation. 
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It concludes that better understanding of the subject requires attention to the middle and 

senior managers‟ “choice” and “meaningful action”, within UNRWA. This is certainly 

very much related to the core of the research that seeks explanation for the development 

of senior managers. The explanatory framework, which is put forward and discussed in 

detail in the subsequent chapter, is in line with the above recent theoretical developments 

in this field.  

 

The results clearly showed that the degree of importance attached to each set of skills and 

parameters tended to vary according to the position of the managers in the hierarchy of 

the organisation. Nevertheless, generalization about managerial activities is likely to be at 

least partially incorrect for any particular managers or group of managers. Managers in 

UNRWA‟s various cultural backgrounds or different regions within an industry are likely 

to have different perceptions of the importance of such skills, parameters and their 

interaction for their increased effectiveness and development as a whole.  

 

Importantly, the framework of the analysis adopted from the original study of managerial 

effectiveness in Ghana, proved to be suitable for exploring the effectiveness of the middle 

and senior managers who work for the united nations refugee work agency in Lebanon.  

In a way, the analysis of the data proves the validity of the model for different situations 

within developing counties. For the development of middle and senior managers, the 

implications of these findings are many. These are to be presented and dealt with in the 

concluding chapter. 

 



 

251 

 

 

In the next chapter therefore, attempts will be made to draw relevant conclusions based 

on the findings of the research and hence explore the likely implications for further 

research and its application within other developing counties.  

 


