Dane do cytowa: J.M. Moczydtowska, Professional psychological challenges in
the perception of managergin:] Toyotarity. Human Resources Managemers,
Borkowski, J. Rosak-Szyrocka (ed.), Publisher Uniusity of Maribor, Celje
2012, s. 142-158, ISBN: 978-961-6562-59-1

Joanna M. Moczydtowska

PROFESSIONAL PSYCHOLOGICAL CHALLENGES
IN THE PERCEPTION OF MANAGERS

Abstract: The psychological challenges in professional jobsmanagerial staff are the
subject of the research presented in this chaplter.chapter contains an epistemological part
which includes an analysis and synthesis of achievis of the management sciences in the
area of managerial psychological challenges and petencies necessary for their
undertaking. The aim of the empirical part is t¢ eknow the opinion of managers on the
most important and the most difficult challengesttad psychological nature that managers
notice in their work. This material can be usedctmstruct useful educational programs
carried out in the process of educating managstadis.
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Introduction

The dynamics of changes taking place in contempangyanizations and in
their environment, the diversity and complexity fattors determining their
functioning are only some of the variables causingncrease in the degree of
difficulty of the professional jobs of managzeand expectations towards them.
In present organizational realities a manager én sather as a performer of a
role, or even a collection of roles, fulfilled cig@lly and temporarily than a
stable job with a clearly defined scope of tasks @sponsibilities. This chapter
is based on the assumption confirmed in the managemstudies that the
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2 The author is aware of the fact that in the manag# studies the separation of managers
from other groups performing managerial roles igerand more emphasized The author is
aware of the fact that the science of managemeneasingly emphasizes the separation of
managers from other groups performing the rolesnahagers (see U. ORNAROWICZ,
2008). However, in this chapter the concepts of anager and a director are used
interchangeably.




condition of the effective undertaking of the chaljes resulting from
professional roles performed by managerial st isiake oneself aware of the
existence of these challenges. Noticing the prohlégm phenomenon) and its
verbalization are the first steps in the processthaf problem recognition,
making decisions, and their implementatiolt. is also a condition for
acquisition, development, and/or activation of timanagerial competencies
required for this process.

Among the success factors of contemporary orgaaimthe importance of
human capital grows. It constitutes a strategiousse that determines the
competitive advantage of the organization, bug &lso one of the main sources
of organization’s value. Hence, simultaneously tbeale and range of
psychological problems grow that should be solwedbnagers. As a result, the
psychological challenges in professional work ohagerial staff are the subject
of the research presented in this chapter. The tehapontains an
epistemological part in which the author presentsriical analysis of the
achievements of management sciences in the arsmmmdgerial psychological
challenges. The aim of the empirical part is to tgeknow the opinion of the
managers on the most important and the most difficballenges of the
psychological nature that managers notice in therk. In the author’s opinion,
this material has utilitarian value because it t@nused to construct useful
educational programs carried out in the processdifcating and training
managerial staffs. Recognition of the psychologidahllenges allows in the
process of education to develop those competeneigésh are necessary to
undertake these challenges effectively by mandgemsactice.

1. Psychological challenges and managerial roles

Psychological determinants of organizational behad, processes, and
phenomena have a complex character and are stromgjgted to the
organization's specificity, its culture, personglitetc. The research shows
(HOPEJ M. 2009, p. 11) that among the most imporfanblems faced by
present directors the lack of trust between peotle, lack of loyalty, the
unsatisfied need for security and stability, arel itk of sufficient involvement
of employees should be mentioned. The quality dtribates of organization’s
human capital are also changing: the number anaritapce of the so-called
knowledge employees is growing, which in turn irogles a continuous



metamorphosis of managerial roles. More and mogarozations promote the
so-called servant leadership based on trust, ogsenrikidity of roles and
responsibilities, flexibility, and creation of a/faurable environment facilitating
team working and learning (GRUDZEWSKI W., and ofh@010).

The managerial staff that achieves goals in aneasingly complex
organizational reality performs diverse roles, wfavhich seem to be the most
important in the context of the undertaken suhjeatter: the leadership role and
the managerial role. There will be no exaggeraitiosaying that these two roles
condition the proper functioning and developmentaafy organization. The
leadership role is expressed by having an influemcethers in such a way so
they understand and accept what must be donealtigsation of conditions for
an effective cooperation within the network of tielaships (HAMEL G., 2009).
Crucial for the leadership role are the followingians: inspiring, stimulating,
and integrating. Leadership requires the facibtatof activities of individuals
and the team, thus it is possible to achieve timenoon goals (YUKL G., 2009).
The most important areas of activity within thedeship role include setting
the goals and resulting from them tasks, buildingedwork of people and
relations between them, and causing that peopkeethgherform tasks assigned
to them. It is hard not to notice that they arertyapsychological challenges
and require from managers skills of motivating emgpes and commitment
management to elaborate the community of goalsaatidns in order to achieve
these objectives. Motivating, inspiring, and triggg the enthusiastic attitudes
based on a good recognition of the potential of leyges and a proper
communication with them are undoubtedly the keyllehges relevant to the
discussed role. Their implementation requires riegctthe level of needs,
emotions, and desires and focusing on buildingioglships with subordinates.
On the part of managerial staff the particular gigance gains the so-called
inspirational motivation combined with intellectugimulation of subordinates.
It is a degree to which a manager is able to pte®nattractiveness of the
vision, the way how he or she refers to the corscepthe co-workers by taking
risk and encouraging and inspiring their creati{BARABASZ A., BELZ G.
2010, p. 37).

Not only the character of the tasks resulting fritta managerial role of
leadership is psychologically conditioned, but dts® way of fulfilling this role
by manager. This process results from manager'sopatity traits, his or her



perceptions on previous professional experiencebasstyle of deduction based
on these experiences.

The second role is the managerial role. This raecombined with
psychological predispositions such as perseverariceness, diligence,
intelligence, within it especially analytical skill tolerance, and goodwill
(ZALEZNIK A. 2004, p. 2). The managerial role rems the skills of
controlling, mitigating differences and resultingorh them conflicts, and
maintaining a specific “balance of power” in thganization. On account of the
professionalism in carrying out this role, direstprovide order, coherence, and
relative predictability for the organization.

Both roles of a leader and manager should notdmed as the opposing
ones. On the contrary, they are complementary,ibuhe literature of the
problem publications can be found which rather $oon what differs them than
how to combine them into one comprehensive, colieasl effective model of
management.

2. Psychosocial competencies of a manager as a dtind of
effective management

Observed in the recent years mass education anitaersity level and great
popularity of management and economics faculties factors that cause a
significant increase in a number of people who essgormal qualifications to
perform managerial functions. Nevertheless, qualifons do not yet determine
a high quality of human capital in a given sectbthe labour market. In the
assessment of the author, qualifications are oméypart that builds professional
competencies of managerial staffs and the effectid@ment of this role
requires broadly defined organizational competencldey comprise not only
the talent, knowledge, practical skills, but alsygonality predispositions and
other psychophysical traits. Currently, when thisr@ general agreement that
the most important capital of any organization lie thuman capital, the
psychosocial competencies grow to the rank of keyagerial competencies.
They allow managers to diagnose the psychologicdl social aspects of their
own work and the work of the whole organizatiorentify potential sources of
psychological problems and effectively counterbent.

While defining competencies T. Oleksyn (2006, pp-3R) mentions a set
of the following elements:

* internal motivation,



¢ talents and predispositions,

* knowledge,

e education,

e experience and practical skills

* health and condition,

< other psychophysical traits important in work pregses,

« attitudes and behaviours expected in the workplace,

« formal qualifications.

Universal competencies are common for all entitiethe organization, that
is why they are further divided into universal catgncies of the whole
organization, universal competencies of managesff, and universal
competencies of all employees. Universal compe¢snaif managerial staff
include:

« ability to form and effectively implement the missj vision, and

strategy of the organization;

< ability to achieve the intended objectives;

« knowledge and skills to professionally perform athanagerial
functions;

« effective, rational, and ethical management of afbanization’'s
resources (human, financial, and material), skiffidnagement of time
and information;

« competencies in the area of PR and ability to merethe organization
outside.

According to G. Bartkowiak (2003, pp. 109, 112),nagerial competencies
include “the perception of goals, attitudes, andtives of individuals,
knowledge of social structures (technological anociad environment,
organizational culture), and the effectivenessmplementing the objectives,
social skills (communicating, motivating, evaluagtithe team of employees,
etc.), as well as the ability to use knowledgerictice.” The cited author treats
them as “the essential characteristics of mandgsat.”

With regard to managerial staff, the distinctiontween hard and soft
competencies is introduced, important for the stiljeatter of this publication.
The former ones refer to the knowledge and skilihe practical application of
methods, techniques, and tools useful in the maneage including
mathematical and statistical methods, operatioesgarch, etc. The latter ones
are mainly associated with social and personal ebemgies (e.g. characteristics
of a management style, leadership, empathy, andlyvigthderstood emotional



maturity of a director). They determine the abilibyperceive the interpersonal
or personality problems of co-workers and theieetif’e resolution.

In the literature in the area of management scienle role of “experts-
visionaries leaders” (HAROMSZEKI L. 2010, p. 91sisongly exposed. On the
other hand, however, the last thirty years has teesiow, yet systematic
departure from the division into managers — denisimkers and workers —
executors in favour of the division of managerdqgrening the roles otoaches
and employees who are knowledge workers (JAMALI2DO5, pp. 104-115).
The “new” managers must be simultaneously coachdspiayers in the team.
They must be managers of the processes, innovasord, entrepreneurs
(LONGENECKER C.O., ARISS S.S. 2002, pp. 640-654)ug, there will not
be an overuse to state that managerial competesn@dhe most important of all
resources of each organization. The quality of mgion management is in
fact the resultant of competencies of manager&df and its motivation to use
the competencies in practice. Without managersfegsionalism it is not
possible to create competent resources of the agam, identify those
resources, and transforming them into a sourckepéffective activity.

It is also important to highlight here the relagbip between the
competencies of managerial staff and professiooalpetencies of employees.
Managers’ skills, especially in the area of thefggsional use of the tools of
human resource management, determine access tetiessary competencies
of particular employees. Managers by making persbndecisions are
responsible for the quality of a competency reselrought to the organization
by its employees. Managers by shaping and implangeiricentive systems are
responsible for transformation of the employeeshpetencies into desired and
measurable results of their work. Therefore, withwesitation it can be assumed
that the achievement of management objectives poésible without a high
level of managerial competencies of people perfognthe managerial
functions. Certainly, for this reason and on theibaf management sciences
there still emerge new and greater demands comgermprofessional
competencies of managerial staff. Even if the cphoé “competencies” is not
directly used, to this concept refers a numbemdications, expectations, and
postulates expressed under the maxim “a moderngeasaould ...”

3. Managers on the psychological challenges in thevork —
methodology and results of the research



Presented here results of the research constifpdet af a broader research
program. The research covered a group of 120 repi&ts/es of managerial
staff of middle and high levels from enterprised ather organizations who are
students of the Executive MBA at the Institute abBomics PAN and MBA at
Lazarski University.

The respondents possess various education dedpgtesach of them has
management experience (approximately — 4 year®p 6Dthe survey group
constituted males. This proportion of men and womedlects the real gender
distribution of representatives among people hgldiranagerial positions, yet it
must be noted that among managers of lower levelmem predominate
noticeably. It is unfortunately a wide-spread tem@e in Europe. In the
countries of the European Union only every tentkitimn in the companies’
boards of directors is held by a woman. In the &@dst companies of every
country of the EU that are listed on the stock exgfe, women occupy
approximately 11% of senior management positions|, 4% of positions of
presidents and heads of supervisory boards (KUPCZYK2009, p. 19).
Although Warsaw was the place where the researshcaaducted, respondents
represented all regions of Poland.

A guestionnaire form was used as a tool to cartyttweiresearch. Questions
concerning the psychological challenges in managBréctor’ work were only
open so the freedom of respondents’ expressionslimésd to the minimum
and answers not suggested. Each participant could any number of issues,
problems, and opinions. Questionnaire surveys aftwiesults are comprised in
this publication are based on the mechanism obspection.” The author is
aware that this method is seen as one that nowslfor gaining knowledge
which is inter-subjectively verifiable and does mgire access to the factual
causes of behaviours. In spite of the criticismiseid by methodologists of
social sciences, introspective studies are es$igntthe basis for all
questionnaire studies, and the use of their resimtsthe diagnosis of
psychological determinants of managers’ work iseldagn the statement, well-
documented in the literature, that the employdléasbest source of information

" Introspection — from Latinintrospicere literally it means looking inside,”
observing and analyzing one’s own mental statesjghts, feelings, and motives. It
deals with the conscious contents and processes.



about the specificity of his/her position or thdfified organizational role
(WOZNIAK J. 2006).

Presented studies were supposed to solve the follomesearch problem:
what challenges of the psychological nature marsagegard as the most
important and the most difficult in their professa jobs? Are there any
significant differences in the indications of mendawomen? Is there a
correlation between the responses and variablds asiche respondent’'s age
and work experience in a managerial position?

In the questionnaire form the major psychologidalienges and the most
difficult psychological challenges were distinguegh but the respondents’
answers indicate that this division is not justfi@fhe vast majority of them
gave the same answers to both questions, thusiartalysis of the results the
most important and the most difficult challenges discussed as one category.

The respondents’ answers led to the emergencemftaups of potential
problems: challenges concerning the same persamiesd as a manager and
challenges appearing in the relation manager — aevs, or even more
broadly, the relation manager — organization. Sicgmt differences between
answers of women — managers and men — managersnaefeunded in this
study. Also respondents’ work experience turned toube the insignificant
variable. In Table 1 were presented these psychuabfactors which managers
participating in the research perceive as the miff§tult and at the same time
the most important with reference to their rolesnanagers. They can be
classified to the group of issues from the areseif-management.”

Table 1. Psychological challenges in the managexerk
— the category of ,self-management”

A category of the answer Respondents (N= 120)
A number of %
answers

Occupational burnout (prevention, 22 18.3
perception of the first alarming symptoms)
Maintaining a balance between the 12 10
professional and personal life
Coping with stress, especially with time 12 10
pressure and responsibility for the results




Keeping a healthy distance towards 4 3.33
occupational problems, maintaining inner
peace

Being an assertive person 3 2.5

Source: self-elaboration based on the results efrédsearch

While managerial staff mentions the managerial pshagical challenges
concerning themselves, they focus their attentioissues related to the broadly
understood mental health in the workplace. The ritgjof the answers concern
the occupational burnout. In the literature of thi®blem the occupational
burnout is primarily treated as a result of inaugriby the individual too high
costs in the sphere of relations with the enviromm®ESJASZ J., ZALESKI
Z., 2001).Since the source of these costs may be (but neseadly must be)
the chronically experienced organizational stréss,factor has been illustrated
separately.

On the one hand the fact that participants of &search are aware of this
kind of threats should be evaluated very positively the other hand, however,
it must be emphasized that less than half of tineeyed managers pointed out
these threats. Answers from the category of “seliragement” were definitely
less often mentioned in comparison with the othategory of “people
management” (see Table 2). The fact that resposdewntk experience turned
out to be the insignificant variable, the phenommerseems to be very
interesting. The problem of occupational burnounishe same degree noticed
by young respondents, who are briefly present & ldbour market, and by
those people who have more than 10 years of wqukréence.

Table 2. Psychological challenges of the managewsrk — the category of
“people management”

A category of the answer Respondents (N= 120)
A number of %
answers
Motivating employees 110 91.7
Dismissing from work 109 90.8
Resolving conflicts, reconciling diversity 109 90.8




Psychological aspects of communicating 98 81.7
with co-workers

Team building, building good relations 65 54.2
within the team

Making decisions in conditions of 44 36.7
uncertainty

Conducting an evaluation, transferring the 42 35.0

evaluation results to employees (with
particular emphasis on the negative
ratings)

The diagnosis of mental predispositions of 32 26.7
co-workers in the context of assigning the
most appropriate task for them

Selecting and developing employees-talents 11 9.1
Building own authority and position in the 10 8.3
team

Dealing with emotional problems of 9 75
subordinates

Building and maintaining trust 9 75
Challenges associated with the role of a 7 5.8

supervisor: delegation of authority,
division of work, organization and time
management, personal participation in
work of the team

Source: self-elaboration based on the results efrésearch

Creation of an organizational climate that woulggsart the high efficiency
requires the difficult art of motivation. Among timeost important managerial
roles the role of “coach enthusiast” has been atdit, whose task is to
encourage, inspire, or even activate others tomclianagers paid attention to
diverse aspects of this process (see Table 3), &sigdhg that the effective
motivation must have an individual character arketato account the life
situation of an employee and his/her personalithatvin an organizational
practice is not only difficult but often impossibl€urrently, the chronically
unsatisfied need of employees’ security also ctried a particular
psychological challenge. In the face of recessiparbulences many people
are afraid of losing their jobs or worsening empheynt conditions what
negatively influences the level of their motivatigmore on the subject in:
MOCZYDLOWSKA J.M., 2010). Also stimulating the ddgpment of
employee’s potential, including the creativity, mational context of change



management, or building the image of the orgarinafteam) as an attractive
place to work is a challenge.

Table X. 3. Psychological challenges associatechwitotivating employees

Challenges in the process of motivating

How to choose rewards and penalties to be effeativkethical at the same
time?

How in motivating take into account the specifiafywork of individual
departments of the company, or even individual fEbp

How to motivate employees since the need for scanid stability is very
important for them, and in present, very difficotganizational reality a
manager can not satisfy this need?

How to create an atmosphere of “cool job™?

How to motivate to creativity?

How to motivate those who are in a difficult perabsituation?

How to get the whole potential of an employee?

How to encourage somebody to change the way ofvirgga

How to strengthen the self-esteem of employeebespwould not be afraid gf
difficult tasks?

Source: self-elaboration based on the results efrésearch

The data presented in Table 2 show that the veppitant and difficult
managerial task, in which the psychological confdays an important role, is
dismissing from work. It is certainly one of the shestressful and mentally
burdening situations with which a manager must .delso directors
participating in the research point out a numbespafcific matters. First of all as
psychologically difficult they assess dismissing employee with long work
experience who has not acquired new competenciesriemt in the context of
current needs of the organization. Equally diffidalthe situation in which it is
necessary to dismiss a person who was earlier gegloy the manager but did
not achieve the expected job results. In the opinmibsome respondents (12%),
it is tantamount to an admission of a mistake dutile employee selection



process, which causes a significant psychologitsalothfort and fear of losing
credibility and authority. Both the choice of an mayee with whom the
organization ends cooperation and conducting theersation during which the
employee is informed about the dismissal are veifycalt. From the cross-
sectional comparative analysis of the results OCZYDLOWSKA J.M.,
2005, pp. 65-72) it can be concluded that dismis$iom work has been for
many years invariably a leading position among |emols assessed as important
and difficult in manager's work regardless of ganded work experience of a
manager.

At the top of the list of professional psychologichallenges managers
place various aspects of conflict management. Soofie respondents
(approximately 5%) underline that particularly ditfit are conflicts of ambition
and conflicts resulting from the specific persaydiiaits of employees and their
emotional problems.

Conflict is a problem closely related to other a$peof the respondents’
work, especially to building up the integrated tedmsed on healthy
interpersonal relations, particularly on mutuaktrilContemporary organizations
operate in a space in which the value of teamwarkighly appreciated.
Advantage of the efficiency of the group work otlee work of even the most
talented individuals is simply treated in categeé the management paradigm
(ABBASI S.M., BELHADJALI M., HOLLMAN K.W., 2009). Rrticipants of
the research accurately notice that it is diffidalttransfer this paradigm to
practice, because it requires reconciling diversiy human experiences,
characters, needs, and interests triggering comm@ag difficult group
mechanisms. This diversity is on the one hand antiail source of conflicts, but
on the other hand, when different competencies ades of employees
complement each others, they become a sourcearfgstr and organizational
value of the group.

Over 36% of the managers participating in the neteshe necessity to
make a decision in circumstances of uncertaingt tas a challenge. The state of
uncertainty arising in the mind of a manager ip@glex state. In real situations
a manager rarely deals with only one source of tigicy. The research shows
(NOSAL CZ. 1998, pp. 119-120) that objective statssof occurrences taking
place in the environment is represented in the imumand. Yet, the manager
can evaluate this statistics or experience it wadety of ways. Thus, his/her



final assessment of the degree of risk and chavfcesccess may take a form of
the advanced deduction or fast intuitive assessnfieotn this results that the
second source of uncertainty are the mental presasfsa manager. The human
mind does not work as a computer processing onky sftatistics of
environmental occurrences. This statistics andagisessments are constantly
confronted with personal experience on which badisistments are made for
the deduction. Uncertainty is treated as a comgiate arising in the manager’'s
mind and has two separate aspects:

* uncertainty resulting from the lack or deficiendykaowledge on
objectively existing mechanisms of the formatioroofurrences;

* uncertainty resulting from the awareness of on&/s cognitive
restrictions and deficiency of information, knowdegdl
experience, etc.

The first type of uncertainty can be defined asdkiernal uncertainty. Its
source lies in the degree of confidence in the Kedge on objective
mechanisms of the formation of certain occurrencdse second type of
uncertainty is rooted in the lack of confidence®ne’s own deductions, ideas, or
opinions resulting from personal experience origifas a result of thinking.
Thus, this type of uncertainty expresses the uaitgytof the internal origin.

Another group of managerial tasks which respondergigarded as
psychological challenges are the elements of tlsopeel process. Managers
highlighted the psychological dimension of evaloat{especially the evaluating
conversation), recruitment, selection of staff, andnagement of the most
talented employees. More than % of the respondexpsessed the need for
proper recognition of the employees’ potential,luding their psychological
traits in order to properly use this potential thgb the appropriate selection of
professional tasks and organizational roles. lttaed that the awareness of the
importance of this type of activities will steadgyow in Polish organizations.

Table 4. Self-assessment of abilities to deal witanagerial challenges of
psychological character

Self ability to deal with psychological Respondents (N= 120) |




challenges in the manager’s work | assess &S A number of %
answers

Excellent 3 35
Very good 16 13.33
Good 45 375
Average 33 275
Rather weak 18 15.0
Very weak 5 4.17

Source: self-elaboration based on the results efrésearch

From the results mentioned so far it can beclemied that managerial
staff is in the vast majority aware of psychologjichallenges associated with
manager's work. It seems to be important to putstjoes how respondents
assess their own abilities to undertake theseaigdls and solve psychological
problems. The data presented in the table X.4 shinat almost 20% of
respondents critically assess their own abilittesdlve psychological problems.
If we add more than 27% of the managers who admait anly “average” they
handle the psychological problems, we will get@uyie of managerial staff that
is aware of various psychological challenges, btih@same time they deal with
problems arising from these challenge in a smatek

4. Conclusion

The paradigm of leadership in the organization &hd theory of
managerialism are subjected to a constant prodessgage. The search for one
best style of management and an optimal way ofilfuf the managerial roles
generally ends in failure in confrontation with igh; complex, and smooth
organizational practice. Only one tendency turng tm be quite stable:
expectations towards professional competenciesasfagers in both economic
entities and the public sector are still growing.

Competencies constitute the attribute of the enigt owns them, but the
degree and manner of their visibility in operatidgpend on a number of



variables such as the performed organizationasya@eganizational culture, and
motivational system. The role of a manager is aang{e of an organizational
role which is tantamount to a high level of profesal responsibility and at the
same time to a significant social exposure thatolds’ the manager to the
constant process of informal and formal assessnignt subordinates,
supervisors, and customers. New challenges of @a#on management also
include typical psychological problems resultingnir the fact that the basic
capital of the organization is the human capital. t®e basis of presented here
results it can be concluded that managerial s$aiff the vast majority aware of
the existence of these challenges and their impoetain the context of
professional management. It does not mean, howdhet, managers feel
prepared to solve the problems resulting from theepological premises. It is a
task for educational institutions, especially uniies, to pay a special attention
to equip students with interpersonal competendiesd their education.
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