	1.1 Classify managers and nonmanagerial employees.
1.2 Define management.
1.3 Describe the functions, roles, and skills of managers.
1.4 Describe how the manager’s job is changing.
1.5 Describe the characteristics of an organization.
1.6 Explain the value of studying management.
1.7 Explore the “the Arab model of management”.
	In this introductory chapter, your students will explore the concepts of management, managers and organizations in today’s dynamic business environment. To illustrate the varied backgrounds, skills, and characteristics of successful managers, the opening case study, “A Manager’s Dilemma,” features Jamil, a manager at Toy Store in Dubai. Being a manager at a retail store isn’t easy. In Jamil’s position, he constantly deals with customer and employee problems. To top it off, the pay makes it difficult to attract and retain good employees and managers. The salary for a manager of a retail store is not enough to attract high quality graduates into this career. At the end of this opening ask students “Suppose that you were in charge of recruiting for a large retail chain and wanted to get college graduates to consider store management as a career option?” This may be a good time to discuss the role of managers and how students see themselves after they graduate. What type of positions do they expect to get after graduation? Is having a position similar to Jamil’s what they expect after graduation?

Chapter 1 continues with an examination of the functions of management, managerial roles and skills, the diverse nature of modern business organizations, and rewards and challenges offered by a career in management. In section 1.6, the authors discuss the universality of management in a global business environment. Students learn that they will have an opportunity in this course to develop management skills that are universally valuable to all organizations. The chapter closes with a brief discussion of whether there could be an “Arab model of management”.
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	In this chapter, we will introduce you to who managers are and what they do. One thing you will discover is that the work managers do is vitally important to organizations.

But you will also see that being a manager—a good manager—is not easy. Focus on the following learning outcomes as you read and study this chapter.

Learning Outcomes
	
	


	ANNOTATED OUTLINE
	


INTRODUCTION TO CHAPTER ONE

Chapter One introduces the concepts of management, managers, and organizations through the exploration of seven major questions:

1.
Who are managers?

2.
What is management?

3.
What do managers do?
4.
How is the manager’s job changing?
5.
What is an organization?
6.
Why study management?

7.
Is there an “Arab model of management”?
1.
WHO ARE MANAGERS? 

A.
Managers may not always be what we expect. Today’s managers range in age from 18 to 80, and are found in a variety of different types of organizations, and they perform a variety of jobs from the top to the bottom of the organization. Exhibit 1-1 shows the increasing number of women in management. However, while their number is increasing it is mostly in the area of lower and middle management, not top management. While there are no reliable figures about women in management in different managerial levels, it is safe to say that there are not many. While women’s work presence in many Arab countries has increased manifold over the past few decades, they remain rare in managerial positions, especially in top management. The increase of women’s presence has mostly been in clerical and first-line supervisory jobs.

B.
The changing nature of organizations and work often requires employees in formerly nonmanagerial jobs to perform managerial activities. Students who are preparing for careers at any organizational level can benefit from acquiring management skills. Today’s employees need to be cross-trained and multiskilled. 
C.
How do we define a manager? A manager is someone who coordinates and oversees the work of other people so that organizational goals can be accomplished. However, keep in mind that managers may have additional work duties not related to coordinating the work of others. 
D.
Managers can be classified by their level in the organization, particularly in traditionally structured organizations—those shaped like a pyramid (see Exhibit 1-2).

1.
First-line managers (often called supervisors) are the lowest level of management.

2.
Middle managers include all levels of management between the first level and the top level of the organization.

3.
Top managers include managers at or near the top of the organization who are responsible for making organization-wide decisions and establishing plans and goals that affect the entire organization. 

	?
	Thinking Critically About Ethics
	How far is too far? 

	In this critical thinking exercise (page 6), students are asked to consider ethical dilemmas associated with monitoring employees. The situation described here revolves around GPS devices installed on official vehicles. This practice saves gas, but also keeps a record of where employees drive while at work and could be used to track employees who are not attending to their duties. After introducing the exercise, you might want to ask students to consider this and related issues individually, then in small groups of two or three other students in the class.

The small-group discussion could be followed by a discussion involving the entire class and extending beyond this example. You might ask students: “When does monitoring employee go too far?” “Is it ethical for companies to monitor employee email accounts?” “Should employers install cameras in employee locker rooms to cut down on theft?” 

	


2.
WHAT IS MANAGEMENT? 

A.
Management involves coordinating and overseeing the work activities of others so that their activities are completed efficiently and effectively.

1.
Coordinating and overseeing the work of others distinguishes a managerial position from a nonmanagerial one.

2. Efficiency is getting the most output from the least amount of inputs in order to minimize resource costs. Efficiency is often referred to as “doing things right” (see Exhibit 1-3).

3. Effectiveness is completing activities so that organizational goals are attained and is often described as “doing the right things” (see Exhibit 1-3).
3.
WHAT DO MANAGERS DO? 

No two managers’ jobs are exactly alike. But management writers and researchers have developed some specific categorization schemes to describe what managers do. Chapter One examines these three categorization schemes: functions, roles and skills.

A.
Management Functions 

Henri Fayol, a French industrialist in the early 1900s, proposed that managers perform five management functions; planning, organizing, commanding, coordinating, and controlling. 

1.
Over time, Fayol’s five management functions have been reorganized into four functions, which provide the foundation for the organization of many current management textbooks (see Exhibit 1-4).

a.
Planning involves defining goals, establishing strategies for achieving those goals, and developing plans to integrate and coordinate activities.

b.
Organizing involves arranging and structuring work to accomplish the organization’s goals.

c.
Leading involves working with and through people to accomplish organizational goals. 

d.
Controlling involves monitoring, comparing, and correcting work performance.

2.
In practice, managing is not always performed in a sequence as outlined above. Since these four management functions are integrated into the activities of managers throughout the workday, they should be viewed as an ongoing process.

B.
Management Roles 

Henry Mintzberg, a management researcher, conducted a precise study of managers at work. He concluded that managers perform 10 different roles, which are highly interrelated. 

1.
Management roles refer to specific categories of managerial behavior:
a.
Interpersonal roles include figurehead, leadership, and liaison activities.

b.
Informational roles include acting as monitor, disseminator, and spokesperson.

c.
Decisional roles include acting as entrepreneur, disturbance handler, resource allocator, and negotiator.

2.
Follow-up studies of Mintzberg’s role categories in different types of organizations and at different managerial levels within organizations generally support the idea that managers perform similar roles.

3. Although the functions approach represents the most useful way to describe the manager’s job, Mintzberg’s roles give additional insight into managers’ work. Some of the 10 roles do not fall clearly into one of the four functions, since all managers do some work that is not purely managerial.

C.
Management Skills 

Managers need certain skills to perform the challenging duties and activities associated with being a manager.

1.
Robert L. Katz found through his research that managers need three essential skills (see Exhibit 1-5):
a.
Technical skills are job-specific knowledge and techniques needed to perform specific tasks proficiently.

b.
Human skills involve the ability to work well with other people individually and in a group. 

c.
Conceptual skills involve the ability to think and to conceptualize about abstract and complex situations.

2.
Development of management skills is important for aspiring managers. To help aid students in this respect, the authors have put together several skill-building modules in mymanagementlab. These skills reflect a broad cross-section of the important managerial activities that are elements of the four management functions.

4. HOW IS THE MANAGER’S JOB CHANGING?
Significant changes in the internal and external environments have a measurable impact on management. Exhibit 1-6 highlights several important changes and how they impact a manager’s job:
A. Technology 
Technology is changing very rapidly. More people have flexible work arrangements. Fast access to more information has increased dramatically. Technology has given managers the ability to empower their employees, giving them the ability and discretion to do things that earlier were not thought possible. Face-to-face contact is being replaced by emails and text messages.

B. Security threats
Corporate ethics scandals, global economic and political uncertainties, and technological advancements should be discussed. While all managers will not have to manage under tragically demanding circumstances, how managers manage in today’s workplace is changing. In the Arab world, the fast entry of global companies is increasing pressures on local companies and local managers to operate more competitively

C.
 Organizational and Managerial Ethics. 
In In the Arab world, companies and managers are finding themselves more concerned about issues such as corporate social responsibility and a growing need to redefine work ethics and values. 
D. Increased Competitiveness. 
In the specific case of the Arab world, governments are finding it harder to keep protecting certain industries and are forced to abide by global standards of performance and competition. However, in spite of all of the technology available to managers, it is now even more possible to lose touch with customers. 

E. Exhibit 1-7 shows the importance of the service sector in several Arab countries. Customer responsiveness is very important in this sector. In a service oriented economy the need to deliver high quality customer service is the basis for competitiveness. As a result, many managers are rediscovering the importance of a customer-responsive organization where employees are friendly, courteous, accessible, and responsive to customer needs. Exhibit 1-8 shows how Arab countries lag significantly on innovation indicators compared to a country like Japan. The instructor may want to ask students to suggest potential reasons behind this phenomenon.

5.
WHAT IS AN ORGANIZATION? 

Organizations need managers. An organization is a deliberate arrangement of people to accomplish some specific purpose. 

A.
Organizations share three common characteristics: (1) each has a distinct purpose; (2) each is composed of people; and (3) each develops some deliberate structure so members can do their work. (see Exhibit 1-9).
6.
WHY STUDY MANAGEMENT? 


The importance of studying management in today’s dynamic global environment can be explained by looking at the universality of management, the reality of work, and the rewards and challenges of being a manager. 

A.
The Universality of Management 

Without a doubt, management is needed in all types and sizes of organizations, at all organizational levels, and in all organizational work areas throughout the world. Exhibit 1-10 shows the universal needs for management across different organizational types, size, and areas.

1.
We interact with organizations each day of our lives. Every product we use, every action we take, is provided by or affected by organizations. Well-managed organizations develop a loyal customer base, grow, and prosper.

2.
Students who study management gain the ability to recognize and encourage good management practices; just as important, they learn to recognize poor management and how to correct it.

B.
The Reality of Work 

After graduation, students will either manage or be managed. A course in management provides insight and understanding about behaviors of supervisors and the internal operations of organizations. An individual does not have to aspire to be a manager in order to benefit from taking a course in management.

C.
Rewards and Challenges of Being a Manager (see Exhibit 1-11)

1.
Rewards

a.
Managers have an opportunity to create a work environment in which members of the organization can do their work to the best of their ability and help the organization achieve its goals.

b.
Managers often receive recognition and status in the organization and in the larger community; influence organizational outcomes; and receive appropriate compensation.

c.
Knowing that their efforts, skills, and abilities are needed by the organization gives many managers great satisfaction. 
2.
Challenges

a.
Managers may have difficulty in effectively blending the knowledge, skills, ambitions, and experiences of a diverse group of employees.

b.
A manager’s success typically is dependent on others’ work performance.

7.
IS THERE AN ARAB MODEL OF MANAGEMENT?

This section answers the question about the universality of Arab managerial thought and practice. Managers, Arab or non-Arab, plan, organize, lead, and control. But the specific environments within which a manager operates will leave their imprints on a manager’s behavior and mode of thinking. Exhibit 1– 12 outlines some of the influences that are thought to have had impact on Arab managerial thought and practice.
A. The role of Islam: It is acknowledged that religion plays an immense role in how people behave. It is acknowledged that the presence of other religions in the Arab world, most notably the sizable Christian presence in many countries, has also impacted people’s managerial behavior. Examples of the role of religion could relate to the importance of fairness to the employee in the workplace. Students can be invited to give more examples in the activity that follows.
B. Tribal and family traditions: Tribal and familial affiliation is important in many Arab countries. This has implications on Arab managerial practices such as in the hiring of family members.
C. Colonial bureaucracies and Ottoman Empire influences: The presence of the French, British, and Ottomans among others has had an impact on Arab administrative practice. One can note that such historical occurrences have had long-lasting impact on Arab workplace environments. 
D. Western influence: More recently, the West has had an increasing influence on Arab managerial practice. One could refer to the presence of global organizations in the many Arab countries and how they brought in their own cultures. The increasing presence of Western universities and business schools is also influencing future business managers.
E. Government interventions and political constraints: While this point relates to the last two points, one can note that in many Arab countries the government plays a bigger role compared to other countries. This places some constraints in managerial behavior. An example is the limitation on HR decisions (to be discussed in later chapters) where managers cannot freely lay off employees as this is against the law in many Arab countries. While sometimes governments interfere to ensure justice and protect employees and other citizens, it is also the case that sometimes government intervention poses an obstacle to managerial creativity and innovation.

Activity 1.1: 
See the activity sheet on the following page. It is suggested that the instructor divide the class into groups and give them this activity with the suggested questions:

1. Give examples for each of the five areas depicted. 
2. Can you think of any other influences on Arab management thinking and practice? (Answers could vary here but could include: the increasing presence of educational institutions, many of which are affiliated with the West; migration of labor from one Arab country to another which helped in cross-fertilization of management ideas; globalization and increasing presence of international firms in Arab countries etc.)
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	Answers to Thinking About Management Issues
	


1. Is your course instructor a manager? Discuss in terms of managerial functions, managerial roles, and skills.

Course instructors (in contrast to individuals who hold positions such as department head) are not usually classified as managers. In most situations, a course instructor does not fall within the definition of a manager when utilizing managerial functions, mainly because students are clients rather than employees. In some cases, an instructor has little input about course content or how it is to be taught. In these instances, the instructor makes few managerial decisions.

In terms of managerial roles, course instructors may be involved in some ways in the interpersonal, informational, and decisional roles. For example, a course instructor could be seen as a liaison (interpersonal role), a monitor and disseminator (both informational roles), and a disturbance handler and a negotiator (both decisional roles).

When discussing managerial skills, course instructors certainly need technical skills—knowledge about the latest research and conceptual developments in a particular discipline. They also need significant human skills as they interact with their students. To a limited extent, the instructor utilizes conceptual skills as courses are planned or as departmental curriculums are debated.

2. “The manager’s most basic responsibility is to focus people toward performance of work activities to achieve desired outcomes.” What’s your interpretation of this statement? Do you agree with this statement? Why or why not?

This statement means that a manager’s job or responsibility is to coordinate and/or focus subordinates’ energies toward performance outcomes that will result in the achievement of organizational goals. By definition, management is coordinating and overseeing the work activities of others so that their activities are completed efficiently and effectively. Therefore, most managers and management scholars would agree with this statement. Coordinating others’ work activities is what distinguishes a manager’s job from a nonmanagerial one.

3. Is business management a profession? Why or why not? Do some external research before answering this question.

According to the Occupational Outlook Handbook published by the Bureau of Labor Statistics in the US, management is a profession. In addition to the concept of an administrative manager, the Occupational Outlook Handbook lists a variety of specific types of management positions, such as management analysts, management consultants, management development specialist (such as human resource managers). According to the Bureau of Labor Statistics (BLS), administrative services managers held about 247,000 jobs in 2006 with 12 percent increase in such posts expected in the next ten years. The majority of jobs identified by the BLS shows that about 65 percent worked in service-providing industries, including government; health care; finance and insurance; professional, scientific and technical services; administrative and support services; and educational services, public and private. The remaining managers worked in wholesale and retail trade, in management of companies and enterprises, or in manufacturing.

4. Is there one best “style” of management? Why or why not?

No, there’s probably not one single “best” style of management. Organizational situations vary and what works best in one organization may not necessarily work best in another. Point out to students that they will find a variety of managerial “styles” illustrated throughout the textbook in different boxes, examples, and cases. Each individual tends to develop his or her own preferred “style” of managing.

5. Does the way that that contemporary organizations are structured appeal to you? Why or why not?

There are important differences between the traditional organization and the contemporary organization. These differences include flexible work arrangements, employee work teams, open communication systems, and supplier alliances. Organizations are becoming more open, flexible, and responsive to changes. Students should reflect on these new elements and defend their selections.

6.
In today’s environment, which is more important to organizations—efficiency or effectiveness? Explain your choice.

Both are integral to effective management. Management refers to the process of coordinating and integrating work activities so that they are completed efficiently and effectively with and through other people. Efficiency is getting the most output from the least amount of inputs, the goal of which is to minimize resource costs (see Exhibit 1-3). Effectiveness is completing activities so that organizational goals are attained; often described as “doing the right things” (see Exhibit 1-3).

7.
Researchers at Harvard Business School have found that the most important managerial behaviors involve two fundamental things: enabling people to move forward in their work and treating them decently as human beings. What do you think of these two managerial behaviors? What are the implications for someone, like yourself, who is studying management?

Students vary in the degree to which they see businesses as paternalistic entities that care and concern for their employees. However, most managers realize that it is a manager’s job to develop an employee’s skill level and to make sure that the employee also develops as an individual. Both of these practices, in the end, will increase an employee’s performance. Skills of job candidates have become important to employers because of today’s demanding and rapidly changing workplace and employees need to be self-motivated to constantly upgrade their skills and take on extra work outside of their own specific job area. In addressing the implications of these behaviors with students, the discussion could include what happens when organizations treat their employees well or poorly.

8. “Management was, is, and always will be the same thing: the art of getting things done.” Do you agree? Why or why not?

As students will learn in Chapter 2, modern management has evolved from its formal beginning in the early 1900s which had a strictly scientific perspective concerned with finding the “one best way” to perform a job. Although the goal of management still centers on the art of getting things done, “things” for today’s manager include ideas and intangible products to an increasing degree. Our imagination is the only limit to our prediction of the services and innovations that will be managed by future managers as they coordinate and oversee work activities in the art of getting things done.

	Your Turn to be a Manager
	


· Interview two different managers and ask them at least three of the questions listed in the Meet the Manager boxes in the chapter. Type up the questions and their answers to hand in to your professor.

· Accountants and other professionals have certification programs to verify their skills, knowledge, and professionalism. What about managers? Research some of these programs for managers and prepare a bulleted list of what each involves.

· In your own words, write down three things you learned in this chapter about being a good manager.

· If you’re involved in student organizations, volunteer for leadership roles or for projects where you can practice planning, organizing, leading, and controlling different projects and activities. You can also gain valuable experience by taking a leadership role in class team projects.
· Get in the habit of reading at least one current international business periodical (The Economist, Wall Street Journal, BusinessWeek, Fortune, Fast Company, Forbes, etc.) and one regional periodical/newspaper (Al-lktissad Wal-Aamal, Executive, Business Pioneer, Arabian Business). Keep a file of interesting information you find about managers or managing.

	Answers to Case Application Questions
	


Emirates Aluminum (EMAL)

1. Developing employee skills is challenge in almost any environment. What types of skills need to be mostly developed for EMAL trainees? 

Technical skills are job-specific knowledge and techniques needed to proficiently perform specific tasks. The trainees at EMAL occupy non-supervisory levels where employees are not required to have university degrees. The expected training is at a technical level so those are the skills expected to be developed in the training programs. It should be noted that most jobs also require a certain amount of interpersonal skills.
2. Once those employees progress in their careers and get promoted, what types of skills would be needed?

As employees progress in the organization, they will have more opportunity to supervise others. Accordingly, more interpersonal skills would be needed. What specifically would be needed at this stage? Communication skills are essential, including the ability to write reports to higher management and properly appraise the performance of employees. In the environment of EMAL, coaching skills would also be needed to help new employees get used to their work environment and learn things fast.

3. Go to the Emirates Aluminum website at www.emal.ae. What can you tell about the company’s emphasis on people and their careers? How does the company emphasize the hiring of local, in addition to international, talents?

Visiting EMAL’s website, students can clearly see that EMAL is focused on five things: quality, the environment, safety, community, and the implementation of industry’s best practices. In the careers section of the website, they emphasize that they are committed to the future of UAE and to the future of their employees. There is an ‘Emaritization’ section on the website which highlights the importance that the company gives to this issue. “EMAL has developed a specialized five-year Emiratization program that will drive recruitment, recruiting at all levels through from operations and support to middle, and ultimately, senior management. The program aims to recruit a minimum of 115 Emiratis each year for the next five years.” The company is also involved in scholarship programs that are designed to promote careers in the engineering and aluminum fields. 

	ANSWERS TO QUICK LEARNING REVIEW
	


Learning outcome 1.1

b,d

Learning outcome 1.2

a,b

Learning outcome 1.3

a,c

Learning outcome 1.4

d,c

Learning outcome 1.5

c,d

Learning outcome 1.6

a,d

Learning outcome 1.7

d,d

	ADDITIONAL CHAPTER INFORMATION
	


Managerial pay is an area of interest to many students. Compensation packages for managers typically reflect the value placed on effective and efficient managerial skills. What salary ranges can a student expect to make as a manager? The answer to this question depends upon the level in the organization, the manager’s education and experience, the type of business conducted by the organization, comparable pay standards in the community, and the effectiveness of the individual in managing. 

You might wish to have students locate a current article about an organizational manager. Ask students to read the article and present a report to the class, describing how that manager performs the managerial functions and how that manager performs Mintzberg’s management roles.
The interviews conducted under "Role Models from the Arab World" do not pertain to a specific chapter. The attached grid gives general guidelines as to the topics are most relevant to particular chapters. All interviews are relevant to Chapter 1 and, because those interviews represent leadership models, they are also relevant to Chapter 16 (Leadership). The interviews also are relevant to many of the other chapters as shown in the grid. The instructor could suggest these interviews as background readings for each section of the textbook. The interviews would also be useful for generating class discussion. The instructor can of course refer to these interviews while covering different chapters. While the interviews do not highlight in detail the daily managerial tasks done by managers, they do serve as excellent examples of how some managers can develop their businesses through attention paid to planning, organizing, leading, and controlling. The interviews also show the importance that contemporary Arab managers place on such things as social responsibility, strategic management, organizational communication, and human resource development. The instructor can also encourage students to research and discover other examples of successful Arab managers that can be used as a class project or for class discussions.

	Management Role Models – Interview Key
	

	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18

	 
	Introduction to management and organizations
	Management History
	Organizational Culture and Environment
	Managing in a Global Environment
	Social Responsibility and Managerial Ethics
	Managers as Decision Makers 
	Foundations of Planning
	Strategic Management
	Organizational Structure and Design 
	Managing Human Resources
	Managing Teams
	Managing Change
and Innovation
	Understanding Individual Behavior
	Managers and Communication
	Motivating Employees
	Managers as Leaders
	Introduction to Controlling 
	Managing Operations

	ABDULSALAM HAYKAL
	
	 
	
	 
	 
	 
	 
	 
	 
	
	 
	
	 
	 
	
	
	 
	 

	FADI GHANDOUR
	
	 
	 
	 
	
	 
	 
	
	
	 
	 
	
	 
	 
	 
	
	 
	

	IBRAHIM DABDOUB
	
	 
	
	 
	
	 
	 
	 
	 
	
	 
	 
	 
	
	 
	
	 
	 

	KHALAF AL HABTOOR
	
	 
	
	 
	
	 
	 
	 
	 
	
	
	 
	
	 
	
	
	
	 

	OSSAMA HASSANEIN
	
	 
	 
	
	
	 
	 
	 
	 
	 
	 
	
	 
	 
	 
	
	 
	 

	RAJA AL GURG
	
	 
	
	 
	 
	
	 
	 
	 
	
	 
	
	 
	 
	 
	
	 
	 

	RAYMOND AUDI
	
	 
	 
	 
	
	 
	
	
	 
	 
	 
	 
	
	 
	 
	
	 
	 

	SAMI BAROUM
	
	 
	
	 
	
	 
	
	
	 
	 
	 
	 
	 
	 
	 
	
	 
	 


[image: image2.wmf][image: image3.wmf][image: image4.wmf]
PAGE  
2

