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Abstract

The environment of competition in all the fields of life has made demands for more
number of successful managers in organizations. In this article an empirical attempt has
been made to establish some of the antecedents as the background factors for attaining
managerial success. A questionnaire comprised over 30 items were administered on the
280 working managers at various levels in different organizations located in Punjab,
Pakistan. Confirmatory factor analysis (CFA) was applied and a structural model was
developed on the antecedents of managerial success. The results of hypotheses testing
were in expected direction and all the studied antecedents had significant impacts on
managerial success. The top management of the organizations can comprehend the basic
individual characteristics, demographic background, various contextual factors, and the
importance of achieving organizational results that make the managers professionally
successful. It has got implications in areas related to selection, training and development,
performance appraisal, and succession planning of managerial personnel in organizations.
The present study has explored only a few antecedents of managerial success, and did not
consider the other important factors like salary and status, cognitive ability, and job
performance. Through identifying and empirically establishing a few selected antecedents
of managerial success, this study helps to understand the contributory attributes of
managerial success in Pakistani context.

Keywords: Managerial success, Antecedents, Analysis, Relationship, CFA (confirmatory
analysis).

Introduction

The issue of what makes managers / executives successful has been of interest to
researchers and professionals for long. Factors such as social skill, interpersonal ease,
luck, good connections, timing, positive self-esteem (Berglas, 1986); drive, energy, and
desire to do an outstanding job, set priorities and work accordingly (Stuart-Kotze and
Roskin, 1983); and ability to handle people have been considered important in the
attainment of success. lTacocca (1984); and Sorcher (1985), contended that predicting
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success is an extraordinarily difficult task as it involves considerable ambiguity, the
complexity of trying to match and balance an individual's behaviour, abilities, personal
characteristics, experience, and accomplishments with a different working environment,
new roles, new tasks, and new interpersonal relationships. Many people or organizations
predict success from analytical ability. Others give importance to self-confidence, tough-
mindedness, willingness to work hard, and a sense of honour. Predicting success may be
possible if one understands what one is trying to predict. The issue has become complex
as the meaning of success itself has been changing from time to time.

Three main strands of thought and feeling out of a number of competing versions of
the ideal success have been found by Cawelti (1965). The emphasis of the first strand was
on values of piety, frugality, and diligence. The definition of success of the second
tradition of thought was purely economic. It became dominant toward the end of the 19"
century. With the rise of industry, possession and control of wealth had become more
desirable goals. The second strand stressed qualities such as initiative, aggressiveness, and
forcefulness whereas the protestant tradition stressed the self-disciplinary and religious
virtues. The third strand defined success in terms of individual fulfillment and social
progress rather than in terms of wealth and status. The emphasis was on personality
development which meant acquisition of those qualities which would make the individual
an effective participant in the struggle for success. Personal magnetism, a quality which
was thought to enable an individual to influence others, became one of the keys to
success.

Conceptualization of managerial success and antecedents

Berglas (1986), argued that evaluating a person or an event as "successful" indicates that
the person or event has more of a desired attribute than persons or events in its class.
Since success implies a comparison, it may be perfectly fine to consider someone as
successful, who has more of a "desired" attribute. However, 'what' attributes are desired to
be successful or the criteria of success are largely determined by the significant social
values as perceived by the members of the society. The success of an executive / manager
in the work organization has mostly been determined in terms of external criteria, such as
money, status, number of promotions, etc (Dunnette, 1967; England and Lee, 1974;
Watson and Williams, 1977; Ryan et. al., 1981; Ansari et. al., 1982).

Gronhaug and Falkenberg (1994) found that the individual managers would attribute
success to internalities over which they could exert control, and the success criteria were
perceived differently by the managerial members at different levels of hierarchy. Their
study also confirmed that the better the organizational results were achieved, the more
there was consensus of success criteria among the organizational managers. Eddleston et.
al. (2004) posited that education and drive for career advancement reorient the managers
more towards relocation, marketability, professional network, promotion, and enhanced
compensation. Hayajneh and Raggad (1994) established that the personal values of
individual managers were related to their professional success, and also the successful
managers were found to be dynamic and achievement — oriented than their unsuccessful
counterparts. Margerison (2007) confirmed that the five major managerial success
attributes were found to be interpersonal influencing skills, responsibility for a business
sector, need to achieve results, early leadership experience, and width of business
experience.

Individualized Indicators

Past research has investigated only a few of the many psychological characteristics that
could be related to managerial success. England and Lee (1974), found that values of
financially successful managers differed from those of their less successful counterparts.
Job involvement, which can be viewed as the value individuals place on their jobs, has
also been investigated as having correlation with some indicators of success. Rabinowitz
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and Hall (1977), reported no relation or mixed results between job involvement and job or

skill level. However, it is possible that past studies failed to uncover a relationship
between job involvement and success because of the inherent difficulties existed in the
unstandardized measures of success used. Nevertheless the previous studies had logically
established the causal relation between the organizational commitment and managerial
success via job involvement and job satisfaction (Mowday et. al., 1982; Mathieu and
Zajac, 1990; Meyer and Allen, 1990; Spector et. al., 1997; Riketta, 2002).

Hayajneh and Raggad (1994) examined that the personal value systems of the sampled
managers were related to their success as managers. It was also found that there were
differences between the personal value systems of more successful managers and those of
less-successful managers. While more successful managers had dynamic and
achievement-oriented values, less successful managers had more traditional moral and
religion values.

Motivational profile of individual managers in terms of the need for autonomy and
power, achievement, and socialization were also found to be critical for achieving
organizational goal and objectives, and hence contributed to career advancement and
professional success (Myers, 1966; Campbell et. al., 1970; Beckers and Frere, 1976;
Margerison, 1980; Pinder, 1998; Sansone and Harackiewicz, 2000; Bateman and Crant,
2005). The individual personality traits of emotional stability, openness to experience,
conscientiousness, and thinking type (logical and analytical) have got a significant
bearing on the performance and professional success of individual managers in
organizations (Tett et. al., 1991; Salgado, 1997; Burke and Witt, 2002; van der Walt et.
al., 2002; Bozionelos, 2004; Furnham et. al., 2007; Gentry et. al., 2007; Nikolau et. al.,
2007; Suliman et. al., 2010). Hence the values, motivation, and the personality pattern of
individual managers play significant roles in the achievement of professional success.
Demographic Indicators
It is well established in the literature that certain demographic characteristics help and
other impede individuals in their pursuit of success. Several studies have found that
greater education, tenure, or age contribute to attainment of greater salary or higher
organizational status (Malkiel and Malkiel, 1973; Pfeffer and Ross, 1982). The type of
education managers have may also affect their success. In particular, managers with
business or engineering degrees, which involve highly practical vocational training, may
be more highly rewarded than managers with other degrees. Rosenbaum (1979), found
that employees who do well in the very early part of their organizational careers are also
more apt to succeed in the later stages of their careers. This finding suggests that starting
a career at the supervisory rather than the nonsupervisory level promotes managerial
success. So far as the gender differences are concerned, Tharenou (1994) posited that
training led to better managerial advancement for men compared to women managers,
whereas career encouragement had a more positive effect on training for women than for
men. Eddleston et. al. (2004) found that the mentoring and challenging job assignments
produced similar success for both male and female managers working in the organization.
The empirical work done by Crilley and Sharp (2006) reconfirmed that individual
demographic attributes of age, gender, qualification, and the job tenure have got a
significant impact on managerial quality and performance, and hence contribute to
professional success
Contextual Indicators
Agarwal (1980), found that chief executives, who performed more complex jobs with
larger numbers of subordinates earned higher compensation. Spaeth (1976), also
confirmed that managers with larger span of control secured more compensation.
Conversely, Bridges and Berk (1974), found that supervisory personnel with routine jobs
earned lower wages. Although not previously investigated, having greater authority and
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influence also seems likely to assist managers to gain more rewards and thus to be more
successful. Other factors that could constrain success by managers’ efforts are the ways
criteria are used to decide their promotions. Managerial perception that performance and
technical skills are important for promotion seems likely to produce successful
managerial behavior. Whereas, perceptions that seniority is important seem likely to
produce less successful managerial behavior. Another role characteristic that could affect
managerial success is perceived role stress. Some authors (Schmidt, 1978; Dukerich et.
al., 1982) have pointed out that role demands are determined not only by role senders, but
also by people’s expectations of themselves. Managers, who demand more of themselves,
may experience more of certain kinds of stress, particularly role overload. Managerial
success may also be constrained by characteristics of the work unit supervised. To
maintain equity, organizations should give more rewards for more difficult tasks than for
easier ones. Supervising units with several characteristics that make managerial tasks
more difficult, turnover within the unit, low visibility of subordinates’ performance, non-
routine tasks, and high amounts of technological change should be more highly rewarded
than supervising units that lack these characteristics.

Although some work has been done on relating leadership behavior particularly
consideration and structure to organizational criteria, the methodological problems are
enormous. Organizational results achieved in terms of business growth and turnover,
profitability, return on investments, and customer satisfaction determine the professional
success of working executives (Maulion and Willingson, 1984; Lawrence and Kleiner,
2007; Margerison, 2007).

Contextual
indicators

Demographic
indicators

Individualized
indicators

H2 (+) H3 (+)
H4 (+)
HI (+)

Organizational
results achieved

Managerial Success /

HS (+)

Figure 1: Hypothetical model of managerial success

Sample and Research Framework

The sample (N = 280) consisted of managerial personnel at various levels (senior, middle,
and junior) in 12 different organizations, enhancing the external validity and
generalizability of the findings from the study. The organizations were very diverse and
engaged in different types of industries including insurance, marketing and sales,
information technology, power generation and distribution, and heavy engineering among
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others. 63% of the total respondents held graduate degrees in science and engineering,
commerce and business studies, and humanities; whereas the rest 37% held professional
qualifications like master of business administration, chartered and cost accountants, and
master of computer applications. 28% of the survey respondents were below the age of
30, 26% were between 30 and 40, 24% were between 40 and 50, and 22% were between
50 and 60 years of age. Purposive random sampling technique was adopted to choose the
organizations and getting the responses from the managerial personnel to the designed
questionnaire.

Measures

A questionnaire was administered that assessed the relationships of various antecedents
with managerial success conceptualized in this study. The questionnaire contained items
that measured the impact of the first order antecedents on the relevant second order
antecedents as well as on managerial success. It also contained items that measured the
relation among various second order antecedents as well as their impact on managerial
success. All the items were measured using a five point Likert scale ranging from 1
(strongly disagree) to 5 (strongly agree).

Individualized measures of managerial success had value as one dimension using ten —
item measure adapted from Hayajneh and Raggad (1994). Organizational commitment as
the second dimension of /ndividualized measures had six — item measure developed by
Meyer and Allen (1991). Managerial Motivation as the third dimension of Individualized
measures of managerial success had eight — item measure taken from the study of
Bateman and Crant, 2005. Personality Traits as the fourth dimension had five — item
measure adapted from the study made by Burke and Witt (2002). Demographic measures
of managerial success had three items containing age, professional qualification, and
work experience having an impact on second order antecedents as well as on managerial
success were self - developed by the author. Contextual measures of managerial success
contained five — item measures having dimensions of nature of supervised unit, nature of
job assignments and work roles, characteristics of the subordinates, and the organizational
promotion criteria for managers developed by Jaskolka and Beyer (1985). Organizational
Results Achieved in terms of business growth and turnover, profitability, return on
investments, and customer satisfaction contained one item measuring its impact on
managerial success was self - developed by the author.

Research Hypotheses

The study contains the following research hypotheses.

HI: Individualized indicators of individual managers have a positive significant relation
to attaining their professional success.

H?2: Demographic backgrounds of individual managers have a positive significant relation
to attaining their professional success.

H3: Contextual factors at the work place of individual managers have a positive
significant relation to attaining their professional success.

H4: Contextual factors at the work place of individual managers have a positive
significant relation to their achievement of organizational results.

H5: Organizational results achieved on business front by the individual managers have a
positive significant relation to attaining their professional success.

Procedure and Analysis

The selective managerial personnel from various organizations responded to the
administered questionnaire that measured the impact of various antecedents on
managerial success. The managerial responses to the questionnaire were obtained with
the active support of the Human Resource managers in various organizations as well as

Cory RIGHT © 2011 Institute of Interdisciplinary Business Research 622

JuLY 2011
VoL3,No3



ijcrb.webs.com JuLry 2011

VoL3,No 3
through online responses from the concerned managers. Structural equation modeling
technique was applied using the AMOS 17.0 version to empirically examine the
hypothetical relationships among the various constructs of managerial success.

Table 3: Results of Descriptive, Factorial Validity and Construct Reliability of
Research Constructs and Measuring Items

Constructs and Measuring Items Mean Standard  Factor Composite
Deviation Loading () Reliability
(@)
1. Individualized Indicators: 0.81
Managerial Values 0.88
e Being impartial and fair to others 433 0.11 0.89
e  Emotional well-being in terms of self-respect ~ 3.61 0.38 0.88
and self-controlled
e The strong belief in maintaining ethical 4.02 0.57 0.92
standards
e Being ethical help managers to perform their 3.96 112 0.92

jobs better
e Desire to create wealth and abundant material

resources 4.26 0.46 0.89
e Consciousness to create wealth and abundant
material resources 4.18 051 0.93
. Ma_ll}agers with strong behef in their own 413 0.24 0.94
ability and competencies
Organizational Commitment 0.67
e A strong attachment to the organization’s 344 036 073 ’
values, ethos, and culture ) ’ ’
e  The valued economic benefits that the 376 0.79 0.68
managers receive from the organizations ) ' '
e  Managers with strong moral and ethical 352 0.63 0.66
obligations get more committed to their
organizations
Managerial Motivation 075
e The autonomy given to the managers in terms 3.96 0.29 0.72
of taking job related decisions and setting work
goals
e  Desire to work on complex and new problems 3 49 0.36 0.69
e  The strong desire to achieve results, status, and
position 4.01 0.42 0.80
e The managers with good interpersonal skills in
dealing with people 3.70 0.40 0.68
Personality
e Emotionally stable managers are prone to 0.71
positive psychological adjustments at 3.59 0.59 0.65
workplaces
e Imaginative, creative, and curious individuals
are more successful managers 3.36 0.62 0.61
e  Competent, dutiful, orderly, and responsible
managers are more successful 3.56 0.28 0.63
e Logical and analytical managers are more
successful than others 3.78 0.41 0.67
Demographic Indicators: 0.76
Possessing professional qualification, age, and ~ 3.48 0.12 0.78

work experience
e Age of individual managers
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e  The variety of work experience 3.16 0.67 0.77
e  The tenure of work experience 3.52 0.21 0.76
3.27 0.58 0.72

3. Contextual Indicators 0.63
e  The roles and responsibilities assumed by the 3.71 0.54 0.71

managers,
e The nature and structure of the units / divisions ~ 3.52 0.67 0.64

they supervise,
e  The characteristics of the subordinates within 3.42 0.58 0.62

the unit and their relations with the manager
Organizational Results Achieved

e Business growth and turnover, profitability, 4.01 0.53 0.75 Not found
return on investments, customer satisfaction as one item
measure

Note: Acceptable factor loadings and reliabilities (guidelines used A > 0.5 and reliability > 0.5 respectively).

Results and findings
The variables were examined for departures from normality, linearity, and
homoscedasticity that might attenuate the correlations between the variables. Table 4

contains the descriptive statistics, and correlation coefficients for the variables studied.
Table 4: Correlation, Mean, and Standard Deviations of Measures Used in Path — Analysis

Variables I DI CI ORA MS
II (Individualized indicators) 1.00

DI (Demographic indicators) 35 1.00

CI (Contextual measures) 24 a1 1.00

ORA  (Organizational results .46%* 33 JT1EE 1.00

achieved)

MS (Managerial success) S53%* S1E* .64%* 16%* 1.00
Mean 3.67 3.34 3.56 4.01 3.62
Standard Deviations 52 71 .63 .53 47

** Correlation significant at .01 level (2 tailed), * Correlation significant at .05 level (2 tailed)

Exploratory factor analysis was conducted and reliability coefficients (Cronbach’s alpha)
were calculated. The results of factorial validity and construct reliability establish the
construct — item validation and the internal consistency of the measures used in this study
respectively. The factor loading values for the variables under the construct of
individualized measures ranged between 0.89 to 0.61; for the construct of demographic
factors it varied from 0.78 to 0.72, and for the construct contextual factors the same varied
from 0.71 to 0.62. The construct reliability coefficients were found to be 0.81, 0.76, and
0.63 respectively for these three constructs. All these values were well above the accepted
criteria of 0.50.

Structural equation modeling was applied to find out the path analysis in order to test the
proposed model. It is recommended that multiple fit indices can be used to reduce the
likelihood of making either Type I or Type II error when determining model fit (Hoyle
and Pertner, 1995; Hu and Bentler, 1999). The %* goodness of fit, Comparative Fit Index
(CFI), Non-Normed Fit Index (NNFT), and the Root Mean Square Error of Approximation
(RMSEA) were used for fit indices in this study. The suggested cutoff values for the CFI
and the NNFI are 0.95 and 0.90 respectively. The suggested cutoff value for RMSEA is
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0.05 for a test of close fit. These cutoff values were used for the fit indices in this study

(see Table 5). The model fit indices indicate a good fit of the model to the data.
Table 5: Fit Statistics for Path Analysis (Structural Model)

Parameter Individualized Demographic
Estimates Contextual  Organizational Pooled
results Model
x 5.68 4.56 7.20 11.28 7.90
DOF 4 3 5 1 13
RMSEA .022 .031 .036 .019 .00
CFI .98 .96 .95 .98 1
NNFI 95 .96 .92 .96 1
Table 6: Results of Path Analysis of Identified Structural Model
Path Specifications Path Coefficients *

Individualized —>» Managerial success 1 **(.61)
Demographics —» Managerial success .62 * (.57)

Contextual factors —p Organizational results .58 *¥* (.52)
Organizational results —» Managerial success .68 ** (.60)
Contextual factors —» Managerial success .59 ** (149)

*Unstandardized (Standardized), ** p <.01, * p <.05

The path analysis in Table 6 showed that the managerial success antecedents studied in
this paper namely the individualized, demographic, contextual, and the organizational
results achieved had significant impacts on success. The contextual measures were found
to have a significant impact on the construct of organizational results achieved as well.
All these findings led to the acceptance of the research hypotheses developed for the
purpose of this study (see Table 6).

Discussion and conclusion

The construct of individualized measures (values, motivation, personality, and
organizational commitment) was found to have a significant impact on the professional
success of individual managers in organizations. In managerial context, it implies that the
managers with strong belief in their own capabilities (self-efficacy), being resource
conscious, and ethical and fair in their dealings with people and business processes are
likely to deliver better results, and hence achieve success than their counterparts
(Hayajneh and Raggad, 1994). Managers with the desire to achieve results, make
decisions on their own, work out on new assignments, and socialize with others deliver
better performance as well as achieve professional success (Bateman and Crant, 2005).
Managers having the predominant personality traits of emotional stability, openness to
experience, conscientiousness, and rationality and logicality (thinking) are better
performers, and also achieve success (Burke and Witt, 2002). Individual manager’s
commitment towards his / her organization in terms of affective, normative, and continual
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components significantly influences the job performance, and that in turn determines
professional success.

Possession of professional qualifications in the areas of engineering and technology,
business and management studies, and finance and accounts enhances the scope of
achieving success by managers working in the organizations (Agarwal, 1980;
Rosenbaum, 1980; Grandjean, 1981; Pfeffer and Ross, 1982; Crilley and Sharp, 2006).
The managers working at various levels in Pakistann organizations, who participated as
sample respondents in this study were found to have held various professional
qualifications. This has implications for recruitment and selection of qualified managerial
personnel for various job assignments as well as imparting training and education to the
managerial workforce from time to time to enhance their competency and managerial
acumen. In the long run, it would strengthen the succession planning of the organization
in terms of sourcing managerial talent, who are capable of becoming successful by
achieving the organizational results. Age of individual managers as a demographic factor
of success did not convey any unanimous relation to success (item analysis in the
questionnaire) as because there were many managers, who were able to become
successful in relatively young age. And there were also managers who were senior in age
but were not able to achieve success on their professional fronts. This implies that today’s
organizations should not be guided by the stereotyped notion of linking success and
achievement to the age and seniority. Rather prospective young managers should also be
groomed simultaneously to take over organizational responsibilities and assignments
along with the senior and middle level managers in Pakistann context. The variety of
work experience that the managers gain by way of working on a number of projects or
assignments in various functional domains / units or departments / geographic locations,
significantly influences that attainment of professional success. It calls for rotating the
potential managerial personnel in different functional areas, organizational units and
departments, and placing them on projects or assignments at both national and
international locations. The top management of the organizations should make it as part of
their executive development strategy. Like age, tenure of work experience of individual
managers did not conform to any unanimous relationship with success (item analysis in
the questionnaire). Although many of the professionally successful managers have long
years of work experience, conversely the young managers with relatively shorter years of
work experience have also attained professional success. Hence, the quality of managerial
job assignments holds special significance rather than the tenure of work experience per
se.

Along with the individualized and demographic factors of managerial success, a host
of contextual factors also have significant impacts on the professional success achieved
by the managers (Bridges and Berk, 1974; Spaeth, 1976; Agarwal, 1980; Campbell and
Cellini, 1981; Dukerich et. al., 1982). The task roles and responsibilities in terms of the
position held, planning and execution, decision — making authority, leading the group,
monitoring and controlling are significant to determine managerial success via the
achievement of organizational results. The managerial jobs in the organizations have to be
designed properly by accommodating the above aspects to enhance the delivery of
organizational results. The operational characteristics of the job assignments carried out in
the unit / division (nature of unit), and the administrative structure of the units have
significant impacts on the business results achieved by the managers as supervisory head
of these units, and hence accounts for managerial success. The jobs in each unit have to
be analyzed properly in terms of the unit’s overall strengths and weaknesses. This would
help identify the relatively stronger units where achievement of business results is
comparatively easier than the weaker units. But competent and talented managers should
be put in charge of the weaker units for their successful turnaround at some point of time.
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The attributes of the subordinates within the unit / division in terms of education level, job
skills, technical as well as technological proficiency, and work experience significantly
influence managerial success through the delivery of effective business results. The
interpersonal relations between the managers in the supervisory position and the
subordinates reporting to them in terms of cooperation received, cohesiveness within the
group, acceptance and recognition of the supervisor as the unit leader affect the business
results as well as managerial success. These technical and the human attributes of the
subordinates develop a professional as well as an amicable work environment where
achievement of results and targets is easy and expedited. Finally, the criteria being used
for managerial promotion in the organization determines the achievement of
organizational results as well as the managerial success. The assessment techniques
adopted, the time span required for getting promoted, and the job related attributes that
are being assessed as part of the performance management system of the organization act
as a driving force behind the achievement of results by managers. The prestige, status,
and recognition that the managers receive as they get promoted from time to time also
make them feel successful on professional fronts.

All the above contextual factors were found to have significant impacts on the
achievement of organizational results (business growth and expansion, return on
investment, creation of asset etc.) by the working managers. Hence, the top management
of the organizations should be aware of the importance attached to these contextual
factors while assessing the managerial performance. Again, the achievement and delivery
of organizational results per se was found to be a vital determinant of managerial success.
Hence, along with the individualized, demographic, and contextual factors the individual
performance of managers is critical to determine the professional success.
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