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Learning Objectives:

* Understand how historical forces 1n society influence the practice of
management.
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* Explain the major developments in the history of management thought.
Sy Sdll F2 b A &l glarll aa) & 5

* Describe the major components of the classical management
perspective.
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Lecture Objectives:

* Describe the major components of the humanistic management
perspective.
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* Discuss the quantitative management perspective.
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* Explain the major concepts of systems theory.
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* Discuss the basic concepts underlying contingency views.
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How Do Historical Forces in Society Influenced the Practice of
Management? ) ) .
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« What is history? €z Ul sa L
* History is about the past.

* Why study the past? ¢ alall (i 13
* To understand the present.

« What is the main lesson of history? Sz il (e Mdtuwall g yll
* That society through time is marked by continuity and change.
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* Societies, across time, are shaped by key historical, economic, social and political
forces.
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* We will now look at the historical forces that directly/indirectly effect the
practice of management.
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Historical Forces Influencing Management

1. Social Forces: culture, values, group standards of behavior, or
“unwritten rules” influence management.
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2. Political Forces: political and legal institutions effect the practice of
management.
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Historical Forces Influencing Management

3. Economic Forces: Forces that effect the availability of production
and the distribution of resources....also effect the way management 1s
practiced.
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1. Social Forces Effecting Management Include...
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 Traditions, values and customs.

* Management must be in touch with social values and customs or risk employee
troubles, damage to their reputation, and/or legal trouble.
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 e.g. religious holidays, culturally sensitive advertising.



Social Forces Influencing Management: Examples

* An important social value 1in today’s world 1s
work-life balance.
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* Employees now expect to work less hours and
spend more time with family.

* Management has adapted and the workday has
become shorter.
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Social Forces & Management: Child Labour
Example

 In late 1800s, child labour was
considered socially acceptable 1n
Europe.
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* Social values have changed. Child
labour in Europe is now considered
immoral and has been made 1llegal.
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Social Forces & Management: Child Labour Example

e On the other hand, some East and
South Asian cultures still view child pa——

just do it.

labour as generally acceptable and so
companies continue to hire under-aged
workers.
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* The child 1s viewed to have a
responsibility to help the family
Income.

djjmdsﬂ\u\&}a_\w\o& ua:ué\ﬁ\m
A28 Gl el clalaal e




Differences in Management Across Cultures:

* Management reflects the culture of a society it exists within.
A0 a5 Al ¢ B8 Cilal) 4g Loy ¢ oo laia¥) @) gl) (uSad 5 laY) dapkhs

* Northern European culture values flat structures, flexibility, and team
collaboration.

* In these cultures, a manager 1s a guide, a mentor...a friend on a first name
basis.
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Differences in Management Across Cultures

* Developing countries 1n Middle
Eastern and Latin American cultures
believe a good leader is a strong
leader, and the authority of the
manager should not be challenged.
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Differences in Management Across Cultures

* North American and Australian
cultures generally value risk and
so managers are risk takers.
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* Japanese culture 1s generally
risk-averse. Managers prefer
stability and avoid risky decision
making.
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Social Forces Influencing Management also
include.... Liagl (a0 o 35 ) s Laia¥) e gl

* Consumer lifestyles, beliefs, attitudes. These are constantly changing and
good management must remain 1in sync with these forces if they wish to

remain relevant in the market.
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* Important changes in consumer
behaviour include:

e Consumer demand fpr instant
communication. <8l Jual gl

e Demand for

customized/personalized
experience. 4aiudia 4add

* Demand for data-privacy.
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* Demand for online purchasing.
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2. Political Forces Influencing Management
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* Nature of the political system will influence management realities.
.BJ\A;NJ L;Aj.d‘ cﬂ\jj\ lec 3 G Ls“‘m‘ ?M‘ danla

* So will the nature of the legal system. Jall aUsi danks

* Remember, governments have the authority to decide how a business operates,
and 1ts future by passing laws, and 1ssuing emergency decrees.

el Y b el sall Ul 8y yha e Leliine ¢ ASal) culilany (3laty Lagd <l ) jall 3aY ddabid) Lgoal 4 gall
Alalall 40 53l

* This legal control of business activities 1s called regulation.



Political Forces Influencing Management:
Examples

* Laws: employment law/labour, health and safety laws, intellectual property
law, consumer protection law, environmental law, antitrust law. Etc.
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* Domestic laws. 4daall () gl

* International laws. 4. sall (4 g8l



* Labour laws are concerned with how employees are treated. Working
hours, mimnimum wage, insurance/benefits.

* Anti-trust law 1s government law which sets the rules for
competition, so as to combat price fixing and monopolies. For
example, a law might be passed to prevent turther merger and
acquisition for big companies.

* Intellectual property laws prevent copyright infringement (the illegal
copying and distribution of trademarked information).

* Question: Should we pay for information? Or should it be free?



Political Forces Effecting Management: Examples
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* Level of corruption (Craill 8 ¢ j8Y) Jacadi e sall COlbaal) 8 o 3l 63 55 ),

* The nature of the political economy (capitalism/socialism).
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Examples of Economic Forces Effecting Management:
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Boom

. . B
* Changes 1n the business cycle. 7N

. ,""Recovery
* boom/growth and bust/recession. |

\ |

Recesslon / \ Recession

GDP growth

Slump



Economic Forces 4aalaidy) < i gall/cl gall

* Changes 1n GDP. * Inflation/hyperinflation ad.aill
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* Unemployment rate.
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* Resource scarcity 2_) sall & i



Economic Change and Management

In times of economic crisis, management must consider downsizing, the
difficulties 1n gathering capital, the drying up of investments and customers
poor spending power.



The Major Developments in the History of Management
thought. SN _sal &\Ju L;A <)y gladly ?M

* Classical Perspective

* Humanistic Perspective
Sy laial




The Classical Perspective. S b ) hial

 The earliest intellectual study of management began in the late 19 and early 20t century. It
accompanied the rise of modern factory system.
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* This early study of management 1s called the classical perspective.
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* The classical perspective emphasises perfect rationality and pursues maximum efficiency in
the organization.
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The Classical Perspective:

* As manufacturing processes developed management started to involve complex
operations, large numbers of employees, large scale training programs, more
sophisticated motivation strategies, advanced technologies that needed maintenance,
structure 1ssues.
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* The aim at the time was to develop managerial techniques that could allow this
more complex operation/entity to attain maximum productivity gains.
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The Classical Perspective s3d3i)  glaial)

* Within the classical perspective, three subfields developed

1. Scientific Management. 4=l 3 2y
2. Bureaucratic Organizations. 4l j 5 yull <ila gaiall

3. Administrative Principles. 4_2Y! sl

* All aim towards enhancing organisational productivity through the adaptation of
work processes.
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1. Scientific Management Azalall B )Y

 This subfield of the classical perspective first
developed by a young engineer called Fredrick
Taylor.
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» The first attempt to apply scientific principles to
the workplace.
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* Taylor, F. (1911) Principles of Scientific
Management.




Scientific Management Azalal) 5 oY)

* Taylor studied the factory. He found two problems.

1. Manufacturing workers worked at their own pace (Taylor considered them lazy).
2. Management failed to assign the optimal work load and time-limits for each task.
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* This meant work took longer than needed to complete, and not enough would be
produced.

e [t was inefficient and inconsistent.



Scientific Management

* Scientific management involved careful study of
operation, setting the most effective work
procedure, and repeat.
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* The 1dea was to s1mpllfy, standardize and speed
up work process increasing amount of
production
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Scientific Management/Taylorism

* Allowed for mass-production,
through the assembly line.
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* Every worker has one simple role.
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Scientific Management

* Productivity goes up. f

 But how did the workers feel?




e [ .1ke machines?
* Inhuman?

* Stress. Anxiety.




2. Bureaucratic Organizations 4zbl 2 g ) cilalaiall

* Bureau (office) + cracy (rule of) = the rule of the office.

* Management should be impersonal and rational.
el a5 05 S 0585 0 i e s a5 Ml (585 0 iy 3 3Y

* Based on separation of management and ownership
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* Detailed record keeping.
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Bureaucratic Organizations

* An approach developed by German sociologist
Max Weber in (1864-1920).
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* Major theorist in the study of capitalism.
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* Witnessed the new management elite replace

the traditional aristocracy.
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Why did the Bureaucratic Organization Develop?

* In 1800s, businesses were managed as family businesses. Employees were
relatives and their loyalty was to the boss (father) not to the actual
organizational mission.

* Employees hired based on relation not merit.
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* Merit: advancement based on skills and competency.
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Why Did the Bureaucratic Organisation Develop?

* A response to corruption. Resources misused by the family, and distributed unfairly
between them.

* For Weber, this was unfair, unethical as well as inefficient.

* Power is misplaced. It should be 1n policies, procedures, rules, protocols... not people.
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* When organizations are managed by formal, impersonal, rational, meritocratic
rules...we call them bureaucracies.



Disadvantages of Bureaucracy Akl 8 g ) g

* We need some rules and regulations. They organize operations and
make things “fair.”

* However, holding on to rules and routines can destroy creativity,
initiative, and the energetic dynamic 1n an organisation.
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Summery: Elements of Bureaucracy
« Management is separate from ownership. .31y e 4Slall (Jiad
« Official duties/titles. .3 (e dauial s Dl Jlial 5 Slaal 5 dpans ) Crualia

* Positions organized 1n a clear structure with clear chain of authortity.
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* Established rules and regulations. ()8 2 g8
* Selection (hiring) and promotion based on merit. 3_laall Ao ol 438 yill § (puaill

* Administrative acts recorded (record keeping). .dawse (sl dae JS



Administrative Principles 3% sl

* Henri Fayol’s Principles of Management.

1. Unity of command.
* Subordinate receives orders from one only.

2. Division of work/labour. Jezll ayss
* Break down the job into a number of tasks.
* Repetition of the task leads to speed, and accuracy.

3. Unity of direction

* Similar activities with one objective are united into
one function, under one manager.ela3¥) s ¢

4. Discipline L) 5, Equity (fair wage/fair treatment
of workers) 4lla=ll




The Humanistic Perspective 5 Iy (A (Al Guilad)

* The humanistic perspective in management 1s a reaction to the classical
perspective.
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Humanistic perspective switches the focus to understanding human emotion,
needs, motivations, and behavior.



Sub-fields in the Humanistic Perspective

1. The Human Relations Movement. 4 yéll culESadl L

 Focus on individual. What are their basic needs and how to fulfil
them?
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2. The Human Resources Movement. 4 _x&all 3 ) sall L
* Concerned with meeting individual employee’s “higher” needs.

Cddn gall Lidad) claliad) (G8a/ 5 giy Al



The Human Relations Movement A pdal) clBdad) L

* Believes effective control 1s employee-self control, not external authoritarian
management.
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 Hawthorne Studies.
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* Hawthorne was considered a progressive company. Sick pay, employee
safety, participation.



The Human Resources Perspective:

* Continuation of Human Relations Movement....goes a little deeper.
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* Combines “theories of motivation” with job-design.
Janll atasal g Opdail) Al ey u e gl

* This management perspective suggests jobs should be designed to allow
employees to realize full potential....self-actualize.
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Maslow’s Heirarchy of Needs

Ego
(the need for self-esteem, power,
recognition, prestige)

Social
(the need for being loved, belonging, inclusion)



Douglas McGregor: Theory X and Theory Y

* Theory X assumes:

* The average human dislikes work.
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* So, people must be forced to
work. Jeall le da ji e Y 13

* People need to be punished to
learn. Call e 23

* People need orders/commands.
<l ¥ e Y

* Most people are not creative.
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* The Classical Perspective 1s based on
Theory X assumptions.

* Theory Y assumes:
* People naturally like work.
Jead) aal il e
* People don’t like to be controlled, they like
to control self. (autonomy)
ALYy sann alaEY) (le |
* The average person likes responsibility.
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* Humans seek to learn and grow.
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* Most people are creative.
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* The Humanistic Perspective is based on Theory Y
assumptions.



The Quantitative Management Perspective )
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* The application of mathematical formulas, statistical models, scheduling models,
and other quantitative techniques to improvement management decisions.
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* Examples:

* Determining the % of products with errors, including these findings in
a quality report, and implementing recommendations to fix issue.

* Calculating inventory needs.
* Improving delivery time.
* Predicting demand 1n the market.

* Management Information Systems: spread sheets with sales data,
revenue data, costs and loss all calculated through mathematic formulas.



Major Concepts in Systems Theory:

* Classical perspective saw organisation as machines directed at efficiency and
productivity.
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* Saw the organisation as closed off from environment.

* Systems theory sees organizations as an open system.
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The Organization as an Open System

'/Environmen\

System

Raw Materials
Human Resources
Capital
Technology
Information
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Transformation
Process

Employees’ Work
Activities
Management Activities

Technology and
Operations Methods

Feedback

Products and Services
Financial Results
Information

Human Results
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The System and its Environment

* Managers should always consider their systems (company’s) interaction with
1ts eco-system (environment).

* There 1s constant exchange between the system and 1ts environment.
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* The system draws inputs (information and resources) from the environment,
and releases outputs (information and products) back to the environment.
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Entropy and Synergy

* When a system, closed off to the environment goes into entropy...
fails...ends.

* A system must be aware of change in the environment so it can
adapt/survive.

* A system must also have synergy between its component parts.
* E.g. product development must have a good relationship with marketing and finance.



Discuss Basic Concepts of Contingency View:

* The classical view assumes that works for one organisation will work for
all. There 1s one best way to do things.
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* Contingency view: what will work depends on context. There are many
ways to do something.
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* The manager should approach decisions after considering individual and
environmental conditions.



Contingency View Summery:

* Ccontingency theory claims that there 1s no best way to organize a
corporation, to lead a company, or to make decisions. Instead, the optimal
course of action 1s contingent (dependent) upon the internal and external
situation. A contingent leader effectively applies their own style of leadership

to the right situation.



Contingency View Example 488 gal) 4y Ja3t)

* Situational factors influence management decisions.
* Independent variable (x) and dependent variables (y)

* X=employee personality
* Y= The style of leadership a manager chooses.

* There 1s no one best way of managing. The appropriate form depends on the kind of
task or environment one 1s dealing with.
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* Examples of important contingencies that shape management decision

making:
* Technology.

* Suppliers and distributors.

* Customers and competitors.
* Government.

* Unions.

* How we manage depends (is contingent) on these contingencies.



Questions?



