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BUS 810 COMPARATIVE MANAGEMENT

INTRODUCTION

Welcome to BUS 810: Comparative Management is ae@icand one
semester post-graduate course for M.Sc. Businessmstration in the
Faculty of Management Sciences at National Openveysity of
Nigeria. The course is fifteen units spread aceight lectures week.
This course guide provides you with an insight irke study of
Comparative Management, and all that it will take yo complete and
walk through your way in understating issues in thiedy of
Comparative Management. Some general guidelineswggested for
the amount of time required of you on each unibrider to achieve the
course aims and objectives successfully. Answesmtw tutor marked
assignments (TMAS) are therein already.

COURSE COMPETENCIES

This course provides learners with the followingnp®tencies;

> Analyze the importance of comparative management

> Justify the importance of comparative managementiiferent
countries

> Critique the unified approach to the challenges naftural
resources and sustainable development.

> Evaluate the human resource management modelstiopoiblic
and private sector.

IN COURSE OBJECTIVES

order to achieve the full aims of the course, thelgis divided into
coherent units and each unit states, at the beginmhe objective it is
out to achieve. You are therefore advised to réadugh the specific
objectives before reading through the unit. Howewbe following
represent some of the broad objectives of the eoUifsat is to say, after
studying the course as a whole, you should betable

Comparative approach to management and adnatistr
Understand theories of comparative managementd an
administration

* Human resources management across different urallt
background

* Recruitment and selection methods in organizetioperating in
different countries

* Nigerian professionals and research in compasatanagement
and administration

* Human resources management models for public @rhte

sectors
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* Streamlining the operations of public corporasosuch as the
railways and airways

* Constraints imposed on managerial discretion public
corporations

* Comparative management of corporate bodies aoitpmofit

organizations.
COURSE AIMS

The course aims to groom the students in the psooégomparative
management which prepares them for life journegugh management
positions in organizations. The aim of this cousst® give you in-depth
understanding of the study of comparative managéeniemwill also
guide the study on the definition and scope of carafive management,
studies in theories of comparative management dndrastration, and
management of human resources across differentralliackground of
countries. Good knowledge of comparative managenserd the
understanding of the intricacies of managing undiferent cultural
settings will be useful to the student in otheraref human endeavor.
The course is also designed for students and thheevould like to get
a better understanding of management roles andidmsc Students will
be exposed to management functions and activiiies planning,
organizing, leading, delegating, coordinating amehtml. Apart from
these, students will be informed of some dynaménents that shape
the nature and character of management practiceageanent tools and
techniques. At the end of this course, studentsldvbave a range of
practical tools and strategies to help them undedstmanagement
practices which can be applicable to any orgaropati

To achieve the aims of this course, there are dwavgectives which the

course is out to achieve, though, there are sebbjgctives for each
unit. The unit objectives are included at the beiig of a unit; you

should read them before you start working through unit. You may

want to refer to them during your study of the uoitcheck on your

progress. You should always look at the unit olbyestafter completing

a unit. This is to assist the students in accorpigsthe tasks entailed in
this course. In this way, you can be sure you hdeee what was
required of you by the unit. The objectives ser@estudy guides, such
that student could know if he is able to grab thevidedge of each unit
through the sets of objectives in each one. Atdhd of the course
period, the students are expected to be able to:

> Explain the concepts of the definition of compamati
management.
> Describe the theories of comparative management.
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> Describe the differences between the particulariséind
universalistic theory of comparative management

> Evaluate the usefulness of contingency theory

> Assess the explanatory role of culture, comparadproach to
management and administration

> Explain the human resource management by orgaoizatin
different cultural setting.

WORKING THROUGH THIS COURSE

To successfully complete this course, you are requio read the study
units, referenced books and other materials orcdobese.

Each unit contains self-assessment exercises catletent Assessment
Exercises (SAE). At some points in the course, willbe required to
submit assignments for assessment purposes. A¢ritieof the course
there is a final examination. This course shoule tabout 15weeks to
complete and some components of the course arénedgt under the
course material subsection.

STUDY UNITS

We have four modules and fifteen study units urter course. These
are:

Module 1

Unit 1 Comparative  Approach to Management  and
Administration

Unit 2 Theories of Comparative Management and Austriation

Unit 3 National Cultures and Management

Unit 4 Managing Resources: Human Resources Managem

Module 2

Unit 1 Research on Comparative Management  and
Administration

Unit 2 Management Skills in the Public and Privaeetors of the
Economy

Unit 3 Constraints of Organizational Setting ire thlanagement
of group activities

Unit 4 Human Resources: Models for Public and &e\Sectors

Module 3

Unit 1 Profile of Nigerian Executives in the pubénd private

sectors

vi
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Unit 2 Use of Management Consultants/Contracts Pablic
Corporations

Unit 3 Military Administrator, Civil Servant, and/lanager as
interchangeable experts

Unit 4 Constraints imposed on Managerial Discretio Public
Corporations.

Module 4

Unit 1 Globalization of Economic Activities

Unit 2 Effect of ICT in the Management of Orgartiaas under
different cultures

Unit 3 Comparative Management of Corporate Bodied Non-

Profit organizations
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Each study unit will take at least two hours, andinclude the
introduction, objective, main content, self-assemsim exercise,
conclusion, summary and reference. Other areaseband the Tutor-
Marked Assessment (TMA) questions. Some of the-asséssment
exercise will necessitate discussion, brainstormang argument with
some of your colleges. You are advised to do sorder to understand
and get acquainted with historical economic eveniall as notable
periods.

There are also textbooks under the reference dret (@n-line and off-
line) resources for further reading. They are metmtgive you
additional information if only you can lay your tdmon any of them.
You are required to study the materials; practloe self- assessment
exercise and tutor-marked assignment (TMA) question greater and
in- depth understanding of the course. By doingtise,stated learning
objectives of the course would have been achieved.

PRESENTATION SCHEDULE

The presentation schedule included in your couragenals gives you
the important dates for this year for the completaf tutor-marking
assignments and attending tutorials.

Remember, you are required to submit all your ass&nts by due date.
You should guide against falling behind in your wor

ASSESSMENT

There are two types of the assessment of the cokirse are the tutor-
marked assignments; second, there is a written iexion.

In attempting the assignments, you are expecteappdy information,

knowledge and techniques gathered during the coilitee assignments
must be submitted to your tutor for formal Assessima accordance
with the deadlines stated in the Presentation Sdbednd the

Assignments File. The work you submit to your tutor assessment
will count for 30 % of your total course mark.

At the end of the course, you will need to sit frfinal written

examination of three hours' duration. This examimatvill also count
for 70% of your total course mark.

viii
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TUTOR-MARKED ASSIGNMENTS (TMAS)

There are tutor-marked assignments in this cofea. will submit all
the assignments. You are encouraged to work all dhestions
thoroughly. The TMAs constitute 30% of the totadisc

Assignment questions for the units in this course @ntained in the
Assignment File. You will be able to complete yassignments from
the information and materials contained in yourlsmsiks, reading and
study units. However, it is desirable that you destmte that you have
read and researched more widely than the requirgdmum. You
should use other references to have a broad viewpbthe subject and
also to give you a deeper understanding of theestibj

When you have completed each assignment, sendggthter with a

TMA form, to your tutor. Make sure that each assignt reaches your
tutor on or before the deadline given in the Prizdem File. If for any

reason, you cannot complete your work on time, attniour tutor

before the assignment is due to discuss the pbisiti an extension.

Extensions will not be granted after the due datéess there are
exceptional circumstances.

FINAL EXAMINATION AND GRADING

The final examination will be of three hours' dizatand have a value
of 70% of the total course grade. The examinatial gonsist of
questions which reflect the types of self-assessmpeactice exercises
and tutor-marked problems you have previously entmred. All areas
of the course will be assessed.

Revise the entire course material using the tintevéen finishing the
last unit in the module and that of sitting for theal examination to.

You might find it useful to review your self-asse®nt exercises, tutor-
marked assignments and comments on them beforexamination.

The final examination covers information from adrfs of the course.

HOW TO GET THE MOST FROM THE COURSE

How to Get the Most from this Course In distancaréng the study

units replace the university lecturer. This is af¢he great advantages
of distance learning; you can read and work throsygcially designed

study materials at your own pace and at a timepack that suit you

best.

Think of it as reading the lecture instead of instg to a lecturer. In the
same way that a lecturer might set you some reaidingdp, the study
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units tell you when to read your books or otherearat, and when to
embark on discussion with your colleagues. Just lasturer might give
you an in-class exercise, your study units proviebesrcises for you to
do at appropriate points.

Each of the study units follows a common formate Tinst item is an
introduction to the subject matter of the unit dodv a particular unit is
integrated with the other units and the coursewbhae. Next is a set of
learning objectives. These objectives let you kmvelwat you should be
able to do by the time you have completed the unit.

You should use these objectives to guide your stidlyen you have
finished the unit you must go back and check whretyru have

achieved the objectives. If you make a habit ofndothis you will

significantly improve your chances of passing tharse and getting the
best grade.

The main body of the unit guides you through thguneed reading from
other sources. This will usually be either from ysaet books or from a
readings section. Some units require you to unkieipaactical overview
of historical events. You will be directed when yoged to embark on
discussion and guided through the tasks you must do

The purpose of the practical overview of some aertaistorical
economic issues are in twofold. First, it will enkba your understanding
of the material in the unit. Second, it will givew practical experience
and skills to evaluate economic arguments, and rgtated the roles of
history in guiding current economic policies andales outside your
studies. In any event, most of the critical thirgkskills you will develop
during studying are applicable in normal workingagtice, so it is
important that you encounter them during your ssdi

Self-assessments are interspersed throughout it and answers are
given at the ends of the units. Working througrséheests will help you
to achieve the objectives of the unit and preparefgr the assignments
and the examination. You should do each self- agsest exercises as
you come to it in the study unit. Also, ensure taster some major
historical dates and events during the courseunlfygtg the material.

The following is a practical strategy for workingraéugh the course. If
you run into any trouble, consult your tutor. Renbemthat your tutor's
job is to help you. When you need help, don't laésito call and ask
your tutor to provide it.
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Read this Course Guide thoroughly.

Organize a study schedule. Refer to the "Coavsview' for

more details. Note the time you are expected todpms each

unit and how the assignments relate to the unitgpoltant
information, e.g. details of your tutorials, ane tthate of the first
day of the semester is available from study centeu need to
gather together all this information in one plasach as your
dairy or a wall calendar. Whatever method you chotmsuse,
you should decide on and write in your own datesworking

breach unit.

3. Once you have created your own study schedwalesverything
you can to stick to it. The major reason that stisidail is that
they get behind with their course work. If you geb difficulties
with your schedule, please let your tutor know beibis too late
for help.

4. Turn to Unit 1 and read the introduction anel dbjectives for the
unit.

5. Assemble the study materials. Information abwliat you need
for a unit is given in the "Overview' at the begimgof each unit.
You will also need both the study unit you are wiegkon and
one of your set books on your desk at the same time

6. Work through the unit. The content of the utself has been

arranged to provide a sequence for you to follow.yAu work

through the unit you will be instructed to readtsets from your
set books or other articles. Use the unit to gyamler reading.

N =

7. Up-to-date course information will be continsbudelivered to
you at the study centre.
8. Work before the relevant due date (about 4 wdmsdfore due

dates), get the Assignment File for the next remlissignment.
Keep in mind that you will learn a lot by doing thssignments
carefully. They have been designed to help you nthet
objectives of the course and, therefore, will hgtpu pass the
exam. Submit all assignments no later than theddite

9. Review the objectives for each study unit tafcon that you
have achieved them. If you feel unsure about anythaf
objectives, review the study material or consuliryutor.

10. When you are confident that you have achiegedunit's
objectives, you can then start on the next unibced unit by
unit through the course and try to pace your stswlythat you
keep yourself on schedule.

11. When you have submitted an assignment to yator for
marking do not wait for it return "before startiog the next
units. Keep to your schedule. When the assignmsengturned,
pay particular attention to your tutor's commeristh on the
tutor-marked assignment form and also on the wwitte
assignment. Consult your tutor as soon as possgilyleu have

Xi
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any questions or problems. 12. After completing st unit,
review the course and prepare yourself for thel xamination.
Check that you have achieved the unit objectivestel at the
beginning of each unit) and the course objectiiste(l in this
Course Guide).

ONLINE FACILITATION

For semester the course is taken, you have abght ) weeks of

online facilitation on this course. During the om®ipresentation, you are
probably made available with notes and video maltefrom the course
facilitator. These materials intend to enable ymadr through the

materials.

xii
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MODULE 1

Unit 1 Comparative  Approach to Management  and
Administration

Unit 2 Theories of Comparative ManagementAddhinistration

Unit 3 National Cultures and Management

Unit 4 Managing Resources: Human Resourcesajlement

Unit 1 Comparative  Approach to Management and

Administration
Unit Structure

1.1  Introduction
1.2  Learning Outcomes (LOS)
1.3 Management and Administration
1.3.1 Management and Administration
1.3.2 Similarities between Administoatiand Management
1.3.3 Differences between Administnatemd Management
1.4  Organization and Administration
1.4.1 Organization of Materials
1.4.2 Organization of Human Resources
1.4.3 Organization of Principles
1.4.4 Administration and Organizatioon@gpared
1.4.5 Functions of Administration
1.5 Summary
1.6 References/Further Readings/Web Resources
1.7 Possible Answers to Self-Assessment Exercise(s)

@ 1.1 Introduction

Comparative management is the field of inquiry thHatuses on
differences in management and organization betweantries. There is
sufficient awareness of the usefulness of studymgnagement and
organization in both national and internationalteats. Also the use of
comparison to aid explanation and to enhance utadeitg has always
been recognized as a valuable tool of social séentsearch.

Despite this wisdom however, in general, the field comparative
management is undervalued and few.

Efforts have been made to apply the insights offitsld in textbooks.
This study material is the first to take this typfecomparison seriously
and to show readers the usefulness of broadeneigttbrizons beyond

1
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the familiar area and to understand the concepeband thus be able to
function more efficiently.

l@l 1.2 Learning Outcomes (LOs)

By the end of this unit, you will be able to:

. define comparative management
o explain the elements of Management and Administnati
. discuss the similarities and differences betweendadament and

Administration.

1.3 Management and Administration
1.3.1 Management and Administration

Comparative management can be defined as the argtady dealing
with differences and similarities of managerialteyss and management
practices in different cultural settings. It is tleentifying, measuring
and interpreting of similarities and differences omg managers’
behaviors, techniques followed and practices ag@sefound in various
countries. Comparative management focuses on tmnédasties and
differences among business and management systems different
contexts. It requires an understanding of the deriy and diversity of
environmental variables and their impact on intitns.

Comparative management provides a forum in whichnagarial
practices in various environmental settings arelyard with the
objective of identifying the causes of differencasd similarities in
managerial behavior and the attendant similaritied differences in
organizational results or performances. From theva description, two
terms need further explanation, namely, managepiactices and
environmental setting.

Management is the process of achieving organizalticggoals by
engaging in the four basic functions of managemeately, planning,
organizing, leading and controlling

(David C. Martins, 2006). This definition recogrszthat management is
an on-going process and activities aim at achiewsey goals and
objectives. Richard Daft (1999) saw managementhasattainment of
organizational goals in an effective and efficiemanner through
planning, organizing and controlling organizatioredources.
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Management refers to the process of directing emadtrolling the
activities of an organization to achieve itml3. It involves making
decisions, allocating resources, and supervisingl@mes to ensure that
they are working toward the organization’s objeesiv Management
encompasses all levels of an organization, fromlégpl executives to
front-line supervisors. Managers are responsible detting goals,
developing strategies, and overseeing the day-yoegerations of the
organization.

Management is also the functional process of actishmpg the goals of
the organization through the help of others. It isis of group of
managerial persons who leverage their specialighs so fulfill the
objective of organization.

Administration on the other hand has to do withirsgtup of objectives
and crucial policies of every organization. Ithe tcapacity to coordinate
many departments of one organization in an orde@yner such that
they can operate in unity. It can also be seeh@stt of getting things
done with the accomplishment of the defined obyesti It is therefore a
process of organizing and directing persons ancemadd in order to
accomplish a specific end.

Administration refers to the process of managing #Huministrative
aspects of an organization, such as planning, @igan staffing,

directing, and controlling. It involves ensuringaththe organization’s
resources are being used effectively and efficyefithe administration
also involves developing policies and procedureat tguide the
organization’s operations. Administrators are reside for making
sure that the organization is complying with reg¢jates and laws and for
ensuring that the organization is financially sussthle.

1.3.2 Differences between Administration and Managment

Comparative management and administration may deensame but
there are differences between the two. Adminisirats being granted
enough conceptual clarification in this unit. Thievious thing is that
many people have attempted to look at the two quisg@dministration
and management) as the same. However, Harry (2##&yed strongly
that administration and management are not synoogmdhe word
management is often used in the place of admitistrabut some
differences still exist. The above observationniconsonance with the
scientific thought in the field which sees a didmy between
administration and management. Furthermore, itheen stressed that
the term administration is used in the process ablip sector
administration, while management is used to desdtfie processes in
private sector administration. In addition, it Eilbved that management
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is dynamic and business-oriented while administratiis static,

emphasizing the maintenance of the status quo amdnmovation. This

distinction may look acceptable but the global@atof political and

management systems have rendered the differensggiiicant. The

realities emerging from these polemics is that, iatstration is seen as
part of management and management as part of astraiion. The

controversy surrounding this dichotomy between rmgansent and
administration was as a result of the translatibrrayol's book titled

administration ‘from French to English (1929) whenanagement was
introduced to replace administration.

Scholars like Gullick and Herbert Simon share thiewv that

management is part of administration. To them mememt is one of
the actions in administration. In their words, mggraent activity unites
controls and coordinates all other activities ofy@up towards the
achievement of the set objectives.

These differences can be summarized as follows:

(1) Administration is a determinative function (neskthe important
decisions of an enterprise in its entirety), whemnagement is
an executive function (makes the decisions with& donfines of
the framework which is set up by the administrgtion

(i)  Administration is the top level activity; itomsists of owners of
who invest the capital, and receiving profits framorganization,
whereas management is a middle level activity,onnsists of a
group of managerial persons, who leverage theiciapgt skills
to fulfill the objectives of an organization.

(i)  The decisions of an administration are shapgdgublic opinion,
government policies and social and religious fegtavhereas
management decisions are shaped by the valuesippiand
beliefs of the managers.

(iv) Management is really a subset of administratiwhich has to do
with the technical and mundane facets of an orgaioia's
operation. It deals with the employees. Adminigbratis above
management, and exercises control over the finanddicensing
of an organization.

1.3.3 Similarities between Administration and Mangement

The following are the areas where administratiod aranagement are

seen as similar

()  Administration and management are distinctiveademic
discipline, art and science of pursuing knowledge.

(i)  Both concepts are used in modern organizatidiney embrace
organizational activities such as organizing, cowting,
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budgeting, evaluating other organizational actgtifor the
achievement of the set goals.

(i)  Management and administration take place eivery area of
human endeavor. They aim at meeting individual and
organizational goals.

(iv) Management and administration represent glgidf@nomenon,
cutting across cultural boundaries. They remairbilez words in
human interaction in the world of work and business

(v)  Administration and management enhances howbdn human
and material resources are channeled for purposmterprise.
They enable organizations to effectively and efintly organize
and utilize their resources for productive actesti

(vi) They are directed towards the enhancement attelnment of
goals and objectives of individuals and organizetio

Self-Assessment Exercise 1
| Give three similarities between management and midtration

1.4  Organization and Administration

Organization is the fundamental task in every adstriation.

Organization is the machine for getting things doiteis chiefly

concerned with provisions, arrangements, and nmatiin of

manpower which enables the administration to varyits obligations
(Sidhu, 2006).

Organization: An organization refers to a grouppebple who work
together to achieve a common goal. It involves tortgaa formal

structure of roles, responsibilities, and relatlops that enable
individuals to work together effectively. This stture may include
hierarchies, departments, teams, and job desargtia an organization,
people are allocated specific roles based on #lelis and expertise,
and work is coordinated through a system of rufes@ocedures.

Organization refers to the complex pattern of comication and
relationships in a group of human beings. Thisguatiprovides each
member of the group much of the information and ynafh the
assumptions, goals, and attitudes that enter iatistbn making. It also
provides them with a set of stable and comprehenskpectations as to
what the other members of the group are doing awd they will react
to decisions made.

This definition is slightly different from that @ears (2002) who refers
organization as a machine for doing the requiredkwdt may be
composed of persons, materials, ideas conceptsbagm rules,
principles or more often than not, a combinationtra§ machine can
work automatically. Its operation may be subjecthtonan judgment
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and will. Professor Stead (2006) stated that oggdioin is an agency by
which we achieve our goals. Based on the aboversttt, we can say
that organization stands for a structure, framewsgistem, organized
body, a set of collection, concerned with the psscef regulations and
facilitating work.

The differences between Organization and Administraon can be
summarized as follows:
For Organization;

1.

The function of organization is to set up anmamious inter-
relation between the employees and their work blegdding

authority and responsibility among them.

Establishment of organization is one of theid&snctions of

management.

Organization is the work-center of the emplsyetall levels of
the enterprise.

Organization is the foundation of manageriatkvo

Through the process of creating organizationctire authority
and responsibility are delegated. So, the naturhisfprocess is
organizational.

The nature of organization is reflected throdgé performance
of work.

Organization may be compared to the hands lmiraan body;
because it helps directly in performance of work.

For Administration;

1.

2.

3.

The task of administration is to determine tigectives and
policies of the enterprise.

Administration includes formulation of plan adétermination of
organization structure.

Administration is the center of the employetkigher level.
Administration determines the structure by vahite functions of
management are directed.

The work of administration is to determine gjleegulations and
principles. Therefore, it is determinative in natur

The nature of administration is reflected xafion of objectives,
determination of policies and decision-making.
Administration may be compared to the braithefhuman body;
because its activities relate to thinking proceks fixation of
target, decision making etc.

Organization can take the form of organization oétenials,
organization of human resources, and organizatioideas and
principles as discussed below:
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1.4.1 Organization of materials

This encapsulates organization of building, campgsyunds and
accommodation. This implies arrangement of eaclsiph facility in
such a way that each item can be most efficiergBduand no wastage
takes place. Equipment will be proportional to thenber of people to
be served. Purchase management is a key comporientaterial
management which involves managing the procurenpeotess for
materials and supplies needed for production oraijo®s.

1.4.2 Organization of Human Resources

This involves organization of human factors, boafdnanagement and
workers. It is organization and mobilization of #ile persons who are
legally or legitimately concerned and interested ifirm. This includes
each member contributing his best in the commoniacaind collective
responsibility. Organizational members have toipgete in the activity
in conformity with planned purpose and well thought procedure.

1.4.3 Organization of Ideas and Principles

We can also organize our ideas and principles. &mbraces the art of
cementing desirable ideas and principles, such rmsms of
achievement, rules and regulations, policy formatgt and
administration, and working out of innovations amaistitutional
programmes for improvements and reforms.

Therefore, organization deals with making systetnatrangements so
that the purposes of the entire system are achigsedd organization
ensures unity of action, efficiency, economy, opiim utilization of

resources, wellbeing and satisfaction for all, agubd results for
collective goals. Without proper organization, thaould be confusion,
chaos, and haphazard activity resulting into waestafgtime, effort and
resources.

1.4.4 Functions of Organization

(1) Organization is the administrative expressminthe theory of
administration.

(i)  Organization stands for, an organized body system, or
structure, or framework for human undertakings.

(i)  Organization is concerned with the provisiohmaterials, human
equipment, regulations, forms and facilities of kor

(iv)  Organization provides a machine or set of nirae$ for doing
some work.
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(v)
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which we achieve the desired objective.

(iv)
(vii)

activities.

and proper use

of resources.

1.4.5 Functions of Administration

Good organization ensures unity of efforsficiency, goodwiill,

Functions of administration include the following:

g, handlingconducting,

Organization provides resources. Organizaigthat agency by

Organization defines and determines functigmegrammes, and

Administration is the process of integratinfpese efforts of

appropriate

(1) All activities designed to make an organizatido function
effectively.
(i)  Administration stands for runnin
controlling and organizing.
(iii)
personnel and of utilizing m
materials to draw maximum benefit from availableiliges.
(iv)
machines of the set up.
(v)
management of resources.
(vi)
and practices.
(vii)
of programs and activities.
(viii)

evaluation.

In summary, organization, management, and admatistr are all
related concepts essential for any entity’'s fumstig. Although these
terms are often used interchangeably, they hawendiglifferences as
shown in the table below;

Administration deals with the functioning amgberation of the
Administration deals with the functioning angbesations and
Administration arises out of organizationalhemes, program,
Administration is basically concerned withetlefficient execution

Good administration ensures proper planpirdirection, and

Differences  between  Organization,  Administration  ad
Management

Organization Administration Management

1 1 1

Organization’s
business is to conne
the works and staff t
an institution.

Administration’s
cwvork is to set/ decid
bthe aim and ethics

law of an institution.

Management aims {
emanage the work don
/oy others according t
specific ethics

[@)

2.
It is a component O
management.

2.

fThe administratior
does the compositio
and organization o
planning.

2

1It§ working periphery is

ncomprehensive.

fAlong with planning
and organization, it als
includes: adding

command and direction.

D
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3. 3. 3.
The administration Administration is the Management does ifs
does the work ofcreator of the organization.
management. organization.  The
It is the management| work of the

management is dorje

by this organization.
4, 4. 4.
Organization works asAdministration Management works as|a
a neuron of the humarerects an institutionwhole body.
body. like body creator.
5. 5. 5. it supervises the
As to the planning, itlt gets the works execution of the
is the foundation of responsibility- staff according  tq
the workplace. legislation of| planning.

planning.
6. 6. 6.
Organization is the Administration is| Management is the
field of  working| center ofl applying
together staff groupsfulfilling the works| field of given works tg
of every grade of apof higher-level higher and lower level
institution. staffs. staffs.
7. 7. 7.
It's work is| It's work is to apply| It's work is to convert
organizational rules, rules

regulation and law. | and regulations to work
8. 8. 8.
Organizations  work Administration’s Management work is
expressed work is expressedalso expressed through
through work andthrough mind andwork and apply
applying. thought.
9. 9. 9.
Organization i Administration gives Management properly
effective  machinery proper direction, it is executes, it is an
for accomplishing a directing function. | execution function.
company objectives in
a team spirit.
10. 10. 10.
Organization has beerfor effective| For effective
termed the keystongunctioning of| functioning of
on which the entirethe administration, management proper
structure  of  anyproper structuring of structuring of the

enterprise is based.

the enterprise is
must.

eenterprise is must.
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19,

1.5 Summary

We stated that comparative management is the drstudy dealing
with differences and similarities of managerialteyss and management
practices in different cultural settings. This areaquires an
understanding of the complexity and diversity ofviesnmental
variables and their impact on institutions.

We also highlighted that management is the proadsschieving
organizational goals by engaging in the four bagioctions of
management, namely, planning, organizing, leadimy@ntrolling. On
the other hand, management is looked at as bemgnoig and business-
oriented while administration is static, emphagzihe maintenance of
the status quo and non-innovation.

This distinction may look acceptable but the glatsion of political
and management systems have made this distinctelavant.

In this unit, we looked at the meaning of compamtnanagement and
the difference between management and adminigttaManagement
and administration are sometimes used interchamgéalescribe the
organization of work to achieve set objectives. Tieat unit shall be
discussing the theories of comparative managemedtcamparative
administration.

n
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LI:: 1.9 Possible Answers to Self-Assessment Exer¢sge

Answers to SAEs 1

The following are three areas where administratiod management are

seen as similar

()  Administration and management are distinctiveademic
discipline, art and science of pursuing knowledge.

(i)  Both concepts are used in modern organizatidiney embrace
organizational activites such as organizing, cowting,
budgeting, evaluating other organizational actsgtifor the
achievement of the set goals.

(i)  Management and administration take place ewvery area of
human endeavor. They aim at meeting individual and
organizational goals.

Answers to SAEs 2

The following are the functions of organization

(1) Organization is the administrative expressminthe theory of
administration.

(i)  Organization stands for, an organized body system, or
structure, or framework for human undertakings.

(i)  Organization is concerned with the provisiohmaterials, human
equipment, regulations, forms and facilities of kor

(iv) Organization provides a machine or set of nirae$ for doing
some work.

(v)  Organization provides resources. Organizaiothat agency by
which we achieve the desired objective.

(iv)  Organization defines and determines functigmegrammes, and
activities.

(vii) Good organization ensures unity of effortficiency, goodwill,
and proper use of resources.

12
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Unit2 Theories of Comparative Management and dministration
Unit Structure

2.1 Introduction

2.2 Learning Outcomes (LOSs)

2.3 Theories of Comparative management andragiration
2.3.1 Management and Administration

2.4  The Universalistic Theory of Management
2.4.1 Universalistic Theories - Thenfiogency perspective
2.4.2 Strengths of Contingency Theory
2.4.3 Weaknesses of the Contingernsoiy

2.5  The Particularistic Theory of Management

2.6 Summary

2.7 References/Further Readings/Web Resources

2.8 Possible Answers to Self-Assessment Exercise(s)

N
@2.1 Introduction

This unit deals with the theories of comparativenagement and
administration. It identified the universalisticdaparticularistic theories
of management and administration. It goes furtherldok at the
contingency perspective, the strengths and weaksesscontingency
theory of management and administration.

@ 2.2  Learning Outcomes (LOS)

By the end of this unit, you will be able to:

. explain the meaning of universalistic and partigstec theories
o describe the contingency perspective of universaliseory
. identify the strengths and weaknesses of the thgori

2.3  Theories of Management and Administration

2.3.1 Management and Administration
As earlier discussed, comparative management isatea of study

dealing with differences and similarities of man@aesystems and
management practices in different cultural settinfsrequires an

13
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understanding of the complexity and diversity ofviesnmental
variables and their impact on institutions.

Some writers tend to differentiate between managémand
administration. Some use the term management twideshe process
of managing a business or a profit-oriented coneeachreserve the term
administration for the process of running the affaof government-
owned and other non-profit oriented organizatiofsr example, we
may speak of business management and public adratios. The
reader will be quick to point out that this distioa is not universal.
Universities and Polytechnics offer courses in Bass Administration
and Business Management as well as courses suckioapital
Administration and Hospital Management.

Thus, the preferred term for such courses var@® fone institution to
the other. This duality in the usage of the termggests that the
distinction along the lines referred to above isuruversal.

Management literature, in general, shows thateha management and
administration can be used interchangeably. Top ddament in
government often call itself “this administratiomhile its counterpart
in corporate (business) organizations would, foareple, attribute the
decision made by them as “management decision.”

Generally speaking, the term management seems slwayelate to
people or subordinates who need to be led or guidédse behavior
need to be coordinated and channeled and whoserpearice needs to
be measured, appraised, controlled and rewardedthier words, we
manage people. This school of thought suggestsaithainistration is

concerned with policies, procedures, methods ant sther facilitative

and coordinative tools used to enhance efficiemtyeffectiveness. The
proposition, therefore, is that administration ilwes formulating

policies, establishing procedures and devising ousthfor work

accomplishment.

While this distinction may sound elegant on thefae, it ignores the
comprehensive, intricate and complex nature of mament or
administration. Indeed, each entails working witld achieving results
through people and putting policies, proceduresmathods in place.
Finally, attempts at drawing a line of demarcati@iween management
and administration have been largely unrealisti¢ @msuccessful. Such
distinctions have never won universal acceptanag. &l practical
purposes, therefore, the terms have continued to used
interchangeably.

14
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2.4  The Universalistic Theory of Management

The universalistic theory of management claim that phenomena of
management and organization are subject to the samversal laws
everywhere in the world. An example is the positinedationship

between the size of an organization and its degvéeinternal

differentiation, which has been found in many stsdiUniversalistic
theory posits that this relationship is valid ewvengre in the world,
because it is based on fundamental charactergfticsman behavior

Universalistic theory tends to predict that croasional differences in
management and organization, in so far as they, exi disappear in
the future. A driving force for this homogenizatioprocess is
globalization. As more and more markets becomeestdg to world-
wide competitive pressure, less efficient ways odnegement and
organization will give way top best practices, melgss of the
nationality of the company, management or emplaoyE&gsting cross-
national differences may be seen as temporary dildmea, which will
disappear when obstacles to the free market arevesn

2.4.1 Universalistic Theories — The Contingency pspective

The contingency approach was developed by the ASwhool in the

1960s. Much of the contingency theory researchiatudrganizational

structure and for this reason is usually referred as structural

contingency theory. This theory posits that, gigenilar circumstances,
the structure of an organization that is, the hmsterns of control,

coordination and communication can be expectedetodsy much the
same wherever it is located. (Hickson, et al.1974e theory further

posits that, if they are to be successful, orgdinza, must structure in
response to a series of demands or contingenceddny then scale of
operation, usually expressed as size, the techp@otployed and the
environment within which operations take place.

The contingency theory states that the mechanigioucture
(hierarchical, centralized, formalized structuii&y & stable environment
because a hierarchical approach is efficient fatine operations. Given
the routine nature of operations, the managemetiteatipper level of
the hierarchy possesses sufficient knowledge afainration to make
decisions, and this centralized control fostergieificy.

In contrast, the organic structure (participatodgcentralized, un-
formalized structure) fits an unstable environmamd situations of high
task uncertainty. A major source of task uncenaistnnovation, much
of which comes from the environment of the orgatmza such as
technological and market changes.

15
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2.4.2 Strengths of Contingency Theory

The strengths of contingency theory are that theorth is
straightforward and the methodology, though compléx highly
standardized. The various dependent and independadbles are
operationalized so that they can be quantifiedrapdsured in a precise
way (i.e. by size or number of employees engagétgse strengths
gave the contingency approach considerable infieleand for a long
time, it gave the approach advantage over cultwhech had remained
both theoretically and methodologically unsophéesied.

2.4.3 Weaknesses of the Contingency Theory

The contingency approach, however, also has nuraaveak points and
blind spots. It has been pointed out that, althotigis theory is able to
show the consistency and strength of correlatiawéen the two sets of
variables — that is, between contingency varialdash as size, or
technology and the structural features of an omgiun — it has never
provided an adequate explanation for this. Furtleenthe theoretical
status of contingencies has remained uncertain.irfstance, are they
imperatives or do they merely have the force oflioapions if a certain

threshold is crossed? In addition, the contingeapproach only
elucidates properties of formal structure and negte informal

structure.

Self-Assessment Exercise 1
| Evaluate the strengths and weaknesses of Contigddrenry

2.5 The Particularistic Theory of Management

The particularistic theory of management, on theeothand, predicts
that cross-national differences in management amanization will
persist. The reason is that management and orgamzaeflect
expectations and preferences that differ betweemtces. This theory
strongly believed that organizations and managemendifferent
countries can differ fundamentally, and that défer explanations are
necessary for different countries.

Furthermore, particularistic interpretation of angation and
management imply that history matters, as natiosgdtems of
management and organization are pat-dependent.ifstance, the
question may be asked whether Japanese managendeotganization
can be truly understood without taking into accouaipan‘s late
industrialization halfway through the nineteentntoey, leading to
dramatic changes in a society that still bore tharacteristics of the
feudal era.

16
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Self-Assessment Exercise 2

Explain the Particularistic Theory of Management

Vc:'/|
2.6 Summary

Under this unit, we studied comparative manageraadtdiscussed the
issue of differences and similarities of managersfstems and
management practices across different culturahgstt

In this unit, you have learnt the complexity andvedsity of
environmental variables that affect managementoagdnization across
national and international cultural backgrounds.

The universalistic theory claims that the phenonm&raanagement and
organization are subject to the same universal kewvesywhere in the
world. The particularistic theory of management, tbe other hand,
predicts that cross-national differences in managgrand organization
will persist. The reason is that management andirorgtion reflect

expectations and preferences that differ betweentdes.

This theory strongly believed that organizationsl ananagement in
different countries can differ fundamentally, andiatt different
explanations are necessary for different countries.

Amble, B. (2000). Institutional Complementarity aDorersity of Social
Systems of Innovation and ProductioReview of Political
EconomyNew York: U.S.A.
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LI:: 2.8 Possible Answers to Self-Assessment Exercige(

Answer to SAEs 1
The followings are the strengths and weakness€opnfingency Theory
The strengths of contingency Theory.

The strengths of contingency theory are that theorh is
straightforward and the methodology, though compléx highly
standardized. The various dependent and independables are
operationalized so that they can be quantifiedrapdsured in a precise
way (i.e. by size or number of employees engagétgse strengths
gave the contingency approach considerable infieeand for a long
time, it gave the approach advantage over cultwhech had remained
both theoretically and methodologically unsophéasied.

The weaknesses of contingency Theory

The contingency approach, however, also has nuraaveak points and
blind spots. It has been pointed out that, altholgis theory is able to
show the consistency and strength of correlatidwéen the two sets of
variables — that is, between contingency varialdash as size, or
technology and the structural features of an omgiun — it has never
provided an adequate explanation for this. Furtleenthe theoretical
status of contingencies has remained uncertain.irfstance, are they
imperatives or do they merely have the force oflioapions if a certain

threshold is crossed? In addition, the contingeapproach only
elucidates properties of formal structure and negte informal

structure.

Answer to SAE 2

The Particularistic Theory of management predibet tross-national
differences in management and organization wilsigér The reason is
that management and organization reflect expectstamd preferences
that differ between countries. This theory strondiglieved that
organizations and management in different countream differ
fundamentally, and that different explanationsregeessary for different
countries.

Furthermore, particularistic interpretation of angation and
management imply that history matters, as natioagtems of
management and organization are pat-dependent.ifstance, the
qguestion may be asked whether Japanese managendeotganization
can be truly understood without taking into accouaipan‘s late
industrialization halfway through the nineteentntoey, leading to
dramatic changes in a society that still bore tharacteristics of the
feudal era.
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Unit 3 National Cultures and Management
Unit Structure

3.1 Introduction
3.2 Learning Outcomes (LOSs)
3.3  Etic Versus Emic
3.4 Research Methods
3.5 Boundaries of Cultures
3.6  Level of Analysis
3.6.1 Dimensions and Typologies
3.7  Summary
3.8 References/Further Readings/Web Resources
3.9 Possible Answers to Self-Assessment Exercise(s)

3;0
@J 3.1 Introduction

This unit introduces the cultural approach to corapee management.
In doing so, we aim to provide the reader with éaeed view. Too
many contributions to cultural management theorg ane-sided,
arguing for one importance of one particular souwfe cultural

differences (example etic versus emic). The impmeaof national
differences in culture is undeniable, and we wiliscdss these
differences extensively. There are also other cailtuistinctions,

however, that may remain unobserved if we contitmidook at the
nation as the main source of cultural identity.

@ 3.2 Learning Outcomes

By the end of this unit, you will be able to:

. identify the levels of analysis problem in culturatearch

o evaluate the usefulness of the emic and etic appesato
cultural analysis

. assess when and how to use the cultural dimensions.

3.3  Etic Versus Emic
National culture is very diverse in different naso and affects

management and organization in a number ways. haticulture
includes the pervasive, shared beliefs, norms,esaland symbols that
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are occur in daily. National culture is normallgrismitted by symbols
and rituals and many often take these for grantedl this includes
management of organizations. Management today isxbdy many
rules and regulations and had to work in accordanith national

cultures to ensure that their companies get ma&astrattention whilst
taking care of the norms displayed by the natipsple.

National culture is known to trigger changes in tlerporate
management control to benefit local business-umdumstances. The
role of management is more complex than many peopiéend. To put
it simply, management adopt holistic responsibildy the outcomes of
projects. If projects or organizational objective® not satisfactorily
achieved then the management takes full respomgifolr this due to
the fact that they set out the criteria for achigvsuch aims and oversaw
the entire project. Managers have numerous roldshaimply critical
thinking on their behalf and the general rule olurip is that
management entails the effective planning, leadamgl control of
resources in order to meet objectives as set aiheirmission statement.
Indeed the resources in question fluctuate on #meshof the type of
industry the organization trades in but from a gehperspective such
resources include personnel with their abilitiesd aexperience in
addition to non-human elements i.e. machinery, naaterials IT and
capital all of which play a pivotal part in contwiing to the role of
management.

The comparison of culture presupposes that thesmonsething to be
compared that each culture is not so unique that parallel with
another culture is meaningless. Throughout theohjistf the study of
culture, there has been a dispute between thosssstg the unique
aspects (the emic approach), and those stressengpthparable aspects
(the etic approach). The emic approach emphasiaesneed for
understand social systems from the inside and ¢frale definitions of
their members. It attempts to analyze the inteowdlerence of single
examples and condemns any attempt at classificaonss cultures as
denying the uniqueness of each culture. Becaut@soémphasis on the
unique features of each culture, the approach tsnbkee characterized
as idiographic. Pure idiographic research is ugusked on qualitative
data analysis such as participant observation amerviews. Etic
research, in contrast attempts to establish geteral governing large
numbers of examples. It looks at the variances emdariance of
variables between cultures. Because of the emploasigeneral laws,
this approach can be characterized as nomothetic.

The words ‘etic’ and ‘emic’ come from linguisticdiey are taken from
the terms phonetic’ and phonemic': the distinctlmetween which can
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be seen as paradigmatic for the major debate withitural studies.
Phonetics is the study of sound and sound chandasman speech.
Historically, this branch of science was conceiasda natural science,
which tried to uncover the general laws determinignan speech
sounds. Phonemics, in contrast, is the study ohdauwits in language
that enable speakers to distinguish between mesnitigonemics differs
between languages, and can only be studied witencontext of a
given language.

The etic vs. emic approach is a fundamental conicepinthropology,
sociology, psychology, and business research. HIsdevith two
complementary ways of understanding human behavioe etic
perspective, which focuses on the external, ohjectand measurable
aspects of human behavior, and the emic perspeethieh emphasizes
the internal, subjective, and contextual aspectaiafan behavior.

The etic perspective is often associated with tbiensific method,

where the researcher aims to observe, measurgraagze behavior in
a controlled and systematic manner. This perspeciigsumes that
human behavior can be understood without consigetiire cultural,

social, and historical context. It is a value-caipiy approach that takes
the company's standpoint, which is essential fdvisg operational

problems, improving efficiency, and reducing costs.

The emic perspective, on the other hand, is basdteidea that human
behavior cannot be understood without considedmggdultural, social,

and historical context. It emphasizes the subjectixperiences, values,
and meanings that people attach to their behaVibis perspective is

crucial for understanding consumer needs and diegigmroducts that

meet their preferences and expectations. It isl@ewvereation approach
that puts the research participant or customedreaténter.

In conclusion, the etic vs. emic approach proviaesluable framework
for understanding human behavior and designingc#ffe solutions to
complex problems. By combining both perspectivesearchers and
businesses can create innovative products andcsserhat meet the
needs of their customers and capture value for $kbras.

Self-Assessment Exercise 1
| Evaluate the usefulness of Emic and Ethic

3.4 Research Methods

Although the differences between the etic and the @pproach cannot
be reduced to issues of method alone, it is cleatrthe different forces
of the two perspectives do call for divergent reskeanethods and that
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these different methods in the turn further sharpes differences
between the two perspectives. Etic culture reseaicts to generalize
across the boundaries of individual countries. Hesearcher wants to
identify dimensions in which cultures differ, he gine has to study a
sufficient number of different societies in orderlie able to verify the
general nature of the proposed dimensions. Hofs{@880), used factor
analysis to identify two of his dimensions. In suah analysis, the unit
of analysis is the culture. This means that in ptdehave a sufficient
number of observations, many cultures need touxtest.

In large- scale studies, covering many culturesis iimportant that
observations from the different cultures studiesl @mparable. For this
reason, the nomothetic-etic approach has a p#ytifdr standardized
instruments, in particular standardized questiomsailn constructing
these instruments, one of the main concerns isttieatlata collected in
different societies are indeed comparable. Thisthe quest for
equivalence in etic research. If a particular qoestis asked of
respondents in country A, the same question hadetoasked of
respondents in country B in order for the answdr@d@omparable.

Translation into local languages is one aspect lod tuest for
equivalence. It is standard practice in cross-calttesearch to translate
a guestionnaire into a local language, and ther litalvack- translated
into the original language by a different transiatin this way,
inconsistencies between the translated and thenarimpstrument can be
identified. However, equivalence issues go beyorahsiation into
different languages. Even if the translation ishflail, the question may
have quite different connotations from one courtwyanother. An
example is one of the questions used by Hofste®d@0()1 How long do
you think you will continue working for this compgh (parts of the
scale measuring uncertainty-avoidance). We mayaxpat it makes a
big difference whether this question is asked spomdents in a country
like the USA with bountiful alternative employmeaptions, or in a
country lie, say, Peru, with at the time of theeash far fewer
comparable employment possibilities; Hence, difiees between
answers to the question may partly be due to @iffees in other context
factors than the national culture that is targeted.

With preference for standardized, equivalent redeanstruments and
large samples, a preference for quantified dateorbes inevitable.
Quantified data also make it possible to addresses of equivalence
post hoc that is, after the data collection. If heve included in the
instrument a number of items that are supposedeasare a particular
construct, we can test whether the answers to ttess are correlated
in the different societies studied. If this is ioé case, this is a sign that
the items do not measure the construct in questitably. Items that do
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not in all countries studied correlate significgnalith the other items
measuring the construct can then be dropped frarfutther analysis,
and in this way the scale is purified. This proaedwould be impossible
with qualitative data, of course.

3.5 Boundaries of Cultures

Another noteworthy problem with cross-cultural @@ is that the
boundaries of the level of analysis cannot alwagsdbfined clearly.
Within the cross-cultural literature, the dominapproach has been to
equate nations with cultures, and thus to studjuces by comparing
samples from different countries. However, natidmaindaries often do
not encompass homogenous societies with a shatadecuExamples
are Canada, which has English and French spealapglgtion with
different cultural features; Belgium, with a Flemi&nd French speaking
population with different cultural traits. Moreoyethe nation-state is
essentially a western innovation; elsewhere, examiol Africa, the
nation-state is relatively young and hardly coroeggs to any sense of
cultural homogeneity or identity. It is argued, rewer, that in nations
that have existed for some time, there are stromgef towards
integration (Hofstede, 1991). There is usually agle dominant
language, educational system, army, political systshared mass
media, markets, services and national symbols. €llezs produce
substantial sharing of basic values among residenésnation. This is
less the case, of course, in nations with sharsidivs between ethnic
groups. Most etic research, however, concentratestlee more
homogenous societies, avoiding the problem butngo$imits on the
generalizability of the framework. Emic researech¢contrast, has always
had a tendency to focus on cultural groups thatrextedefined by
national boundaries, like the indigenous peoplda@ftth America.

3.6 Levels of Analysis

The nomothetic-etic approach presupposes datagyeater number of
cultures and tends to proceed from a study of tagiohl correlations’.
The latter are calculated either from mean valudegadables for each
society or (in the case of categorical variable®mf percentages
(Hofstede, 2001). Comparative research with an gdszhic-emic
concern will express itself in a focus on relatidmstween variables
within cultures, followed by a comparison of thettpes found from
culture to culture.

Two common areas of confusion in nomothetic-etidligs concerning
the levels-of-analysis problem are the ecologialia€y and the reverse
ecological fallacy. The ecological fallacy is conttied when
conclusions concerning individuals are drawn fraghhbr level data.
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The reverse ecological fallacy implies that conicns regarding
cultures are drawn from individual-level data. $t gommitted in the
construction of ecological indexes from variablezrelated at the
individual level. Indexes are, for example, constied through addition
of the scores on two or more questionnaire items.constructing
indexes for the individual level, we ought to makee that the items
correlate across individuals. In constructing inegexXor the national
level, we ought to make sure that the mean scooeslate across
countries. The reverse ecological fallacy in crasi$ural studies occurs
when research compares cultures on indexes créatete individual

level (Hofstede, 2001). In other words, within-siygicorrelations are
used instead of between society correlations. Grason why the
reverse ecological fallacy occurs easily is thadsts with data from
more than a few societies are rare, and ecologiitaénsions can be
detected clearly only with data from ten or moreisties.

Self-assessment Exercise 2

Enumerate the common areas of confusion in nomotbét studies
concerning the level of analysis

3.6.1 Dimensions and Typologies

Contemporary comparative cross-cultural researchasly carried out
by scholars who lean towards the nomothetic-etpragch, focusing on
the ecological level. An essential step in sucleaesh is to define the
concept of culture. Without definition, culture caxt be operationalized
and, without operationalization, it cannot be meaduMeasurements
are exactly what etic research is all about. Fargeresearch on culture
has been hampered by the lack of a widely acceq¢didition of the
concept and until now there has been little agre¢roa how cultural
features are best conceptualized and operatiodalizempirical studies.
The lack of conceptual and operational consistencgross-cultural
research is expressed most clearly in the factdiff@rent studies have
developed different dimensions of national culture.

Dimensions are developed to yield greater cultunalerstanding and to
allow for cross-cultural comparisons. Cross-cultuesearch focuses on
values in order to characterize culture. There hosyever, hundreds,
perhaps thousands, of values on which societies athdr cultural

groups could be compared. Some values are relemaall societies

others are known only in particular societies. Hento be able to
compare societies effectively, the profusion oftwal values must be
organized into a limited number of dimensions. Tis® who address
this issue make the assumption that cultural dimessf values reflect
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the basic issues or problems that societies mustraitt in order to
regulate human activity.

It is clear however, that while useful tools in Eiping cultural
behavior, dimensions have limitations that we oughdcknowledge. It
is obvious that any description of culture in a f@smensions cannot do
justice to the complexity of the concept. Moreougy,simplifying the
reality of culture into dimensions, we neglect witicountry
differences, sacrificing completeness. Not sumpghy, dimensions are
found to be more beneficial in making comparisoesween cultures
than in understanding the wide variations of betvawithin a single
culture. The existence of so-called cultural paradgoreveals the
limitations in our thinking.

19

3.7 Summary

We have seen that in comparing culture, there mesomething to be
compared that each culture is not so unique tht parallel with
another culture is meaningless. Throughout theotystf the study of
culture, there has been a dispute between thosssstg the unique
aspects and those stressing the comparable aspects.

In cross-cultural research, one big problem is thatboundaries of the
level of analysis cannot always be defined cleaWthin the cross-
cultural literature, the dominant approach has beeequate nations
with cultures, and thus to study cultures by conmgasamples from
different countries which, most of the time, doed produce reliable
results.

In this unit, we noted that different cultures dazan compares provided
there is something worth comparing and that carstrba taken to use
tools and techniques that are appropriate forbildiautcomes. The next
unit will focus on human resources management aaokural divides.

[
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LI:: 3.9 Possible Answers to Self-Assessment Exercide(

Answer to SAE 1

The usefulness of Emic perspective:

) This emic perspective is crucial for understandownsumer
needs and designing products that meet their mredes and
expectations.

1)) It is a value-creation approach that puts the rekeparticipant
or customer at the center.

The usefulness of Etic perspective:

i) The etic perspective assumes that human behavior bea
understood without considering the cultural, sQ@ald historical
context.

i) It is a value-capturing approach that takes thenpamy's

standpoint, which is essential for solving operagioproblems,
improving efficiency, and reducing costs.

Answers to SAE 2

Two common areas of confusion in nomothetic-etidligs concerning
the levels-of-analysis problem are;

) The ecological fallacy and

) The reverse ecological fallacy
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Unit 4 Managing Resources: Human Resources
Management

Unit Structure

4.1  Introduction
4.2  Learning Outcomes (LOs)
4.3  Relationship at the Workplace
4.4  Work Classification, Design and Coordination
4.4.1 Practices in American Firms
4.4.2 Practices in U.K. Firms
4.4.3 Practices in Japanese Firms
4.5  Functional Specialization
4.5.1 Organizational Hierarchy andrspaControl
4.5.2 Employment Relationships
4.5.3 Recruitment and Selection Method
46  Summary
4.7  References/Further Readings/Web Resources
4.8 Possible Answers to Self-Assessment Exercise(s)

@4.1 Introduction

From the 1980s, a modest but growing literaturdesdadealing with the
comparative and international dimensions of humassources
management. At that time, in particular, the fieidhuman resources
management has a strong managerial orientationumasg that

employees and managers have a great deal of fre@da®termining

the design and implementation of human resourcestipes and
policies.

The literature was essentially prescriptive and &admplicit tendency
to assume that one model at that time generallyJdpganese or the
German one was superior. This model was then @dwat universally
applicable, and was seen as one to which all ozgéons and nations
should uphold. The result was that research dedignene country was
transplanted to another, as if this was an easgtta do. This research
ignored the fact that knowledge of societies, dirthanguages, their
norms, concepts values and culture is fundameotahtlerstanding the
behavior of people within employing organizatioht®fstede, 1983).
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I@L.Z Learning Outcomes (LOs)

By the end of this unit, you will be able to:

o discuss different human resources practices betaaa@ntries

. explain the diversity in human resources practibetween
countries

o discuss the differences in human resources systeshseen

developed and developing nations

=143 Relationship at the Workplace

This section discusses various aspects of worlctstrimg. It discusses
job classification, design and coordination, andictional specialization
in different countries in a comparative way. Thésenan resources
management aspects are shown to be influenced tiedlyeby the
national education and vocational training systamg by the national
system of industrial relationships. For example, riblative emphasis on
general versus specialist education impacts ors¢bpe of the job, the
centralization as well as stratification of the Wiorce, and the relative
reliance on bureaucratic procedures.

Equally important is the relative amount of praati@and technical
training that is perceived to be part of the foroatprocess, especially
at staff levels. This dimension has a countervgilimpact on the
division of labor. Technical and scientific eduoatiis likely to be more
specialized, leading to shorter hierarchies, maresensual decision-
making and less bureaucracy (Hage, 2000).

4.4  Work Classification, Design and Coordination
4.4.1 Practices in American Firms

The traditional job design practices of large U8 differentiate jobs
into hundreds of discrete titles, carry out systiéenjab evaluations to
ascertain the scope and depth of job responsdslitrecord these in
great detail in formal job descriptions, and makent the basis of
compensation decisions. One powerful historicatdobehind the pre-
occupation of US firms with formal job design andssification has
been the scientific management movement, which, Taylor's

teachings, saw the minute analysis and delineatigob duties, and the
elimination of worker discretion as critical elem®nin the

rationalization of production and the transfer ohtrol to management.
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Another force in the same direction was the emexgest job control
‘unionism’ in the USA.

4.4.2 Practices in the U.K. Firms

Similar to the situation in the USA, UK manufachgiwork systems are
characterized by many vertically and horizontajpesalized hobs, and
factories are peopled by low-skilled production keys doing repetitive
tasks with little authority. Skilled craft workeirs the UK factories have
a low division of labor with a high degree of distoon. The crafts create
job territories so there is a high degree of jomdecation among crafts,
and between the crafts and the production jobse| 4889).

4.4.3 Practices in the Japanese Firms

Job classifications are kept simple and broad padese firms, with
most factory production workers, for example, faliwithin a single

classification. Job descriptions, if they existalit are typically short and
couched in vague terms. Detailed job titles, forjobldescriptions, and
job-related criteria for pay and advancement hasenbconspicuously
absent from Japanese employment practices, wh@ka®tation and

extensive cross-training are the rule (Lincoln, 39%Extensive on-the-
job training method is used to supplement this @sscwith systematic
and codified knowledge about the firm, industry dmaictions of which

employees are in charge.

The employee development systems require emplogeafi levels to
acquire experience over time in different aspetth@business.

Self-Assessment Exercise 1
| Explain the difference work design practices in bid Japan

4.5 Functional Specialization

Institutional arrangements like management educasiod vocational
training have been found to be the most promineciesal influences on
the degree of functional specialization. In thisns® generalist
management education can be related to functigredialization, while
a more specialist management education enhancesticial
agglomeration.  Furthermore, vocational training hwit more
specialization on offer, some of which is spedifica branch of industry
or type of work, leads to a more specialist managenorientation. At
the same time, the degree of functional speciabimain a country is
strongly related to the career management polafiéisms.
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4.5.1 Organizational Hierarchy and Spans of Control

The contingency theory of organization explainsaoigation structures,
that is, the structuring of activities and cengation, largely with

reference to the size, technology and task envissriraf organizations.
This approach has been criticized in particulartier fact that it ignores
the effect of societal variables. Research thatudes on the
interrelationships between the social fields (ibatnteraction of people
at work, characteristics of jobs, education, tragniand industrial

relations) is able to explain the more detailedfedénces in organization
shape and structure between countries in carefaigtched pair

comparisons. These differences are played downgooréd by the

contingency approach (Maurice et al, 1980). In dbeieties that are
examined, societal effects of research found omgdions divided

according to task performance into the same caegaf employees,
arranged in the same hierarchical manner. It sébatsa basic division
of labor between staff’ (that is, those doing mamagnt tasks) and
workers’ (that is those in lower-level jobs), beemethose whose who
engage in conceptual work and those who merelyutgethese plans,
and between those who control and those who suiengontrol, is an

indispensable feature of the capitalist enterprise.

Further horizontal division of labor developed withe increasing
complexity of the capitalist enterprise.

4.5.2 Employment Relationships

Selecting the best qualified people to fill job &acies seems to be a
universal goal for both human resources and lineagars around the
world, as a mismatch between jobs and people cdudmnatically
reduce the effectiveness of other human resourcgtibns. Recruitment
is crucial to an organization in so far as it rapartant implications for
organizational performance. It has therefore to umelerstood and
analyzed as a strategic act in all its implicatiangl ramifications. The
strategic impact of recruitment is great, sinceiglecs have long-term
consequences.

The methodology of personnel selection has neven b@iform around
the world. Moreover, whether a specific personrededion practice
should be adopted universally remains an unresoisgae. However,
given the crucial role played by this personnelction, especially in
managing a multinational workforce, understanding $imilarities and
differences in the existing practices in variousiares ought to be the
first step taken by human resources managers asehnehers. This
section, therefore, considers some of the coreackeristics of the
recruiting system in the selected countries. Fwst,answer the question
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of whether significant differences do indeed exstong nations in
terms of commonly used recruitment and selectiothous. Next, we
focus on the alternative of external recruitmemnsus promotion.

4.5.3 Recruitment and Selection Methods

Even in the most democratic organizations, perdsoselection criteria
are rarely set by a consensus process. More likedy, are the result of
trial and error over the years, bound by legal mregoents, and subject
to many other institutional constraints. Recruitingiractices are
complex and difficult to comprehend through theefil of written
studies. The diversity of practices is such thatshme concepts might
cover different realities. For example, what doesterview’ or
‘curriculum vitae’ mean to German, Japanese, or dd§anizations?
Also, the recruitment methods used to hire a manwuatker, a
technician, a technical manager and a top manadtjedifier from one
organization to another. While recruitment and ci&da covers a wide
array of subjects, this section will concentratettom leading features in
some countries. The selection criteria standing ast the most
commonly used in th&JSA are; personal interview, a person‘s ability to
perform the technical or practical requirementghe& job, and proven
work experience in a similar job. The US systenzgsia close match
between the requirements of a specialized posérahthe capacities of
a specialized person.

Most UK management does not pay much attention to the isbue
recruitment and selection and they do not make aismany of the
techniques and procedures available. In recruitmiéyey continue to
place a great deal of reliance on word of moutrsdlection, they place
near-total reliance on the application form to peéect, and also on the
interview, supported by references, to make thal fitecision. Testing
and assessment centers, let alone some of therewart developments
such as the use of bio-data, are seldom used.

Self-Assessment Exercise 2
| Describe the recruitment an selection criteriad&A and UK |

Intensively used recruitment methods iBweden (and in all
Scandinavian countries) are references, intervianefs, and data and
bio-data approaches. Psychometric testing, aptitests and assessment
centers are also used, but to a lesser extent.dEtermination of
recruitment and selection policies is decentraliaead is done most of
the time at site level and not at national leveheLmanagers are very
much involved in the management of recruitment aetkction, the
human resources department being supportive of hiv@aagement.
Since a large internal labor market operates innaay and the
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Netherlands, recruitment mainly takes place atydetrel positions,
rendering extensive selection methods less eskentia

German companies emphasize the application forterview panel and
references as recruitment methods. Recruitmentnisth@ basis of
specialist knowledge and experience, especiallytechnical areas.
German companies regard university graduates asd gaustract
thinkers, but prefer recruiting from among the mpractically educated
graduates from the senior technical colleges aadviBAs specializing
in management because they are considered to ber Ipe¢pared for
jobs.

"

v/

4.6  Summary

This unit discussed various aspects of work struggy job
classification, design and coordination, and furai specialization in
different countries in a comparative way. Humaroveses management
in most countries, are influenced essentially by tlational education
and vocational training system, and by the natigyatem of industrial
relationships.

Equally important, is the relative amount of preatiand technical
training that is perceived to be part of the fororatprocess, especially
at staff levels. This dimension has a countervgilimpact on the
division of labor.

We have talked about work structuring, job clasatibn, design and
coordination, and functional specialization in eri#nt countries in a
comparative way. The influence of national educatamd vocational
training system on human resources management tar@o
overemphasized.
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LI:: 4.8 Possible Answers to Self-Assessment Exercide(

Self-Assessment Exercise 1

i) Job classifications are kept simple and broad ipadase
firms, with most factory production workers, forample,
falling within a single classification. Job destiaps, if they
exist at all, are typically short and couched igua terms.
Detailed job titles, formal job descriptions, armb{related
criteria for pay and advancement have been conspsiy
absent from Japanese employment practices, whgodas
rotation and extensive cross-training are the (ecoln,
1993). Extensive on-the-job training method is uded
supplement this process with systematic and catlifie
knowledge about the firm, industry and functionswdfich
employees are in charge.

The employee development systems require emplogeal
levels to acquire experience over time in differagpects of
the business.

i) The UK manufacturing work systems are chanazéel by many
vertically and horizontally specialized hobs, arattdries are
peopled by low-skilled production workers doing egpve tasks
with little authority. Skilled craft workers in th&lK factories
have a low division of labor with a high degreeadidcretion. The
crafts create job territories so there is a higlyree of job
demarcation among crafts, and between the crafts the
production jobs (Lane, 1989).

Answers to SAEs 2

The recruitment and selection practices in USA #&natk as follows:

i) For USA recruitment and selection practices
Recruitment practices in USA are complex and difficto
comprehend through the filter of written studiebeTiversity of
practices is such that the same concepts mightrab¥ierent
realities. For example, what does ‘interview' omrgculum
vitae’ mean to German, Japanese, or US organizttiéiso, the
recruitment methods used to hire a manual workesclanician, a
technical manager and a top manager will differmfrone
organization to another. While recruitment and ct&de covers a
wide array of subjects, this section will concetdran the leading
feat The selection criteria standing out as the tncosnmonly
used in theUSA are; personal interview, a person‘s ability to
perform the technical or practical requirementsthesf job, and

36



BUS 810 COMPARATIVE MANAGEMENT

proven work experience in a similar job. The USteiysprizes a
close match between the requirements of a spesmiblmsition
and the capacities of a specialized person.

i) For UK recruitment and selection practices
Most UK management does not pay much attention to the issue
of recruitment and selection and they do not maeaf many of
the techniques and procedures available. In recent, they
continue to place a great deal of reliance on wardhouth. In
selection, they place near-total reliance on th#iegtion form to
pre-select, and also on the interview, supportedegrences, to
make the final decision. Testing and assessmenersgret alone
some of the more recent developments such as #hefubio-
data, are seldom used.

37



BUS 810 COMPARATIVE MANAGEMENT

MODULE 2

Unit 1 The Role of Nigerian Executives in Undertakig
Research in Comparative Management

Unit Structure

1.1  Introduction
1.2 Learning Outcomes (LOs)
1.3 Definition of Comparative Management
1.4 Importance of Comparative Management
1.5 Intercultural Management
1.5.1 The Need to Consider cross callifference
1.5.2 Six different approaches to sfrosltural management
research
1.6  Approaches of Comparative Management
1.6.1 Main Results of Comparative Mggraent Research
1.7 Summary
1.8 References/Further Readings/Web Resources
1.9 Possible Answers to Self-Assessment Exercise(s)

@ 1.1 Introduction

Comparative management is a field of study thatyaea the extent to
which management principles are applicable from @oentry to
another.

This unit explains the importance of comparativenageement and their
theories from two different divide.

The unit also explains intercultural managementving the subject
matter from the global perspective.

Finally, the results of comparative management amwse were
highlighted.

@ 1.2 Learning Outcomes (LOSs)

By the end of this unit, you will be able to:

o define the term comparative management
o enumerate the comparative management theories
o explain the intercultural management.
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1.3  Definition of Comparative Management

Comparative management analyzes the extent to wmahagement
principles are applicable from one country to agotht is identifying,
measuring and interpreting the common things affdrdnces between
behavior of managers, their techniques and practidepted in different
countries. It focuses on the similarities and d#feces among business
and management systems from different contextss the study of
principles of management, and their applicatiordiffierent situation.
For instance, international companies use differgolicies and
strategies for comparison to remain in competitibns defined as the
study of management in different nature and enwremts which show
different observations in various countries.

Comparative management is the field of enquiry thaioncerned with
the variations in management and the organizatiatifierent countries.
It is useful to compare and understand the phenomemhich is
identified as a tool for doing research.

1.4 Importance of Comparative Management

Comparative management analyzes the extent to wmahagement
principles are applicable from one country to arotisince the leader in
the development of management principles is thetddniStates,
comparative management seeks to determine the cappiiy of
American know-how to foreign locales. Although tlwencept of
comparative management evolved in the late sixtiespntinues to be
the subject of considerable debate.

In other words, the universality of managementrsmeallows it to be

transferred from one locale to another. Managensembiversal because
it is critical to the successful operation of angarization. The

"universalistic" school of management theory bedewvthat certain

management principles are fundamental and candmsfarred to any
organized form of human activity. In contrast tognation” and to

enhance understanding of social phenomena has silvesn recognized
as a valuable tool of social scientific researcl bence as an end in
itself.

For at least the last twenty years, the literathas yielded diverse
positions on the transferability of modern managanpeinciples into
different cultures. A review of the research shaWwat most cross-
cultural studies are actually cross-national stsidigvhich means
comparing socio-cultural, political, and economystems and not just
culture.
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Two of the more important models are describeceims of the role of

culture-the Farmer-Richman model and the Negandis# model.

One of the models identifies management as a depénériable, and

the other as an independent variable. The reseaashconducted to

contribute to a resolution of this difference. Thsearch design isolated
the role of culture by controlling for the politicaeconomic, and

educational variables.

"Comparative International Management" provides the reader with a
broad coverage of comparative international mana&géemtopics
focusing on a number of key issues, such as diftesg in management
styles, organizational structures, corporate gawere, production
systems, corporate strategy, labor relations, amdam resource issues
in different countries. In doing so, the text usesultural-institutional
explanation to clearly highlight the reasons whyurdoies differ,
allowing the reader to appreciate the importancemahagement in
international and globalizing economies.

In summary, understanding comparative managemenimsortant

because:

i) It helps managers to understand local condition

1)) It helps in knowing the managers of foreign cowsrin a better
way, and to execute their jobs related to trade @mperating
them in accomplishment of their tasks.

iii) It helps in knowing the different cultures of diéat companies
of various countries and also be aware of the amploblems
and how to solve them with innovative techniquist will lead
to improvement in management.

iv) It helps in knowing the differences that occur noss- borders
trade and also helps to find the solutions to ckffé situations.

V) It helps to make the managers aware about theicsnfietween
the companies of the other countries and how toagerthem.

vi) It helps in formulating policies for Foreign Direlcivestment for
financial needs of the companies of various coastri

vii) It helps in identifying, describing, explaining,capredicting the

impact of environmental factors (micro and macrotdes) on
international business of each companies and desntr

Self-Assessment Exercise 1

| Outline the importance of comparative management
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Comparative management theories identified are:

. Socio- Economic approach
o Ecological approach
. Behavioral approach
o Eclectic empirical approach

1.5 Intercultural Management

Intercultural management is the combination of kleolge, insights and
skills which are necessary for adequately dealinth wational and
regional cultures and differences between cultuis,the several
management levels within and between organizafjdhsBurggraaf). It

is the process of managing people from differentucess in a way that
minimizes misunderstanding and conflict, while nmazing

communication and collaboration.in today's increghl globalized

world, organizations of all sizes are likely to Ragmployees from
different cultural backgrounds. Without proper mgeraent, cultural
differences can lead to miscommunication, confind even outright
hostility. In other words, in order to be an effeetmanager today, you
need to be able to harmonize the unique culturallehges and
complexities that can come with working with peojfilem different

backgrounds located in different countries.

Thus, intercultural management is the process aferstanding and
managing the dynamics between people from diffecelttires in order
to achieve the positive outcome. It is a cruciah@tnt of leveraging the
culture factor.

1.5.1 The Need to Consider Cross Cultural Differezes

These differences show themselves in all sortsfte#rohg ways but it is
worth outlining some key aspects in which cultutalersity has been
shown to impact on organizational management appesawhich are
central to the process of managing business (froodgdtts R &
Luthans R, 1997).

o Centralized vs. Decentralized decision making. €hewariation
across national- culture in the extent to which omgnt
organizational decisions are made by senior masagewhether
decisions are made down the line with authorityodead.

. Safety vs. risk. In some cultures, managers hawerg low
tolerance of uncertainty and manage in ways toroomiis. In
others, there is a much greater tolerance of uaiogytand much
greater risk-taking.

41



BUS 810

COMPARATIVE MANAGEMENT

. Individual vs. group rewards. In some culturesyehe emphasis
on rewarding individual achievement. In other odgi the
emphasis is on rewarding the group collectively.

. Informal vs. formal procedures. In some culturesere is
considerable use of informal procedures. In othdogmal
procedures are very important.

. High vs. low organizational loyalty. In some cubsr people
identify less with their organization or employardamore with
their occupational group or profession.

o Co-operation vs. competition. Some cultures empleasio-
operation in the Organization, others foster cotipat

Culture Approach | Approach | Type of | Primary Main
Title to to study questions methodologic
similaritie | universalit al
s and| y Issues
difference
S
Parochial Single Assumed | Assumed | Domestic What is the| Traditional
research culture similarity | universalit | studies behavior of| Methodologies
studies y people like| All  of the
in work | traditional
organizations| methodologica
? | issues
Study is only| concerning
applicable to| design,
one culture| sampling,
and yet it is| instrumentatio
assumed tq n, analysis and
applicable to| interpretation
many WITHOUT
cultures reference  to
culture
Ethnocentri| Second Search for| Questioned| Replication | Can we usg Standardizatio
c research | culture similaritie | universalit | studies home n and
studies s y country translation
theories How can
abroad? research be
Can this| standardized
theory which| across
is applicable| cultures? How|
in Culture A| can
can be| instruments be
extended tg LITERALLY
culture B translated?
Replication
should be

identical to
original study
with exception
of language
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Polycentric | Studies in| Search fol| Denied Individual How do | Description
research many difference | universalit | studies of| managers how can
cultures s y foreign manage and country X be
cultures employees | studied
behave in| without either
country X?| using home
What is the| country
pattern  of| theories or
relationship | models  and
in  country | without using
X? obtrusive
measures?
Focus is on
inductive
measures
unobtrusive
measures
Comparativ| Studies Search for| Emergent | Studies How are the| Equivalence is
e research | contracting | both universalit | comparing | managers the
many similar y many and methodology
cultures and foreign employees | equivalent at
difference culture styles similar| each stage in
S studies of | and different| the research
across process? Are
culture? the meanings
Which of key
theories hold| concepts
across defined
cultures and equivalently?
which do| Has the
not? research been
designed such
that the
samples,
instrumentatio
n,
administration,
analysis, and
interpretation
are equivalent
with
references tg
the  cultures
.Included?
Geocentric | Internation | Search for| Extended | Studies of| How do | Geographical
studies al business similaritie | similarities | multination | multinational | dispersion. All
studies s al organizations| of the
organizatio | function? traditional
n methodologica

| question with
the added|
complexity of
Geographical
distance
Translation is
often less of g
problem since

most  MNOs
have a
common
language
across all
entwines in
which they
operate. The
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primary

question is to
develop an
approach for|
studying the
complexity at

a large
organization.
Culture is
frequently
ignored
Synergistic | Intercultura | Use of | Created Studies of| How can the| Interaction
studies | similaritie | universalit | intercultural | intercultural | models  and
manageme | s and| y interaction | interaction integrating
nt studies | difference within work | within a | processes mett
s as a settings domestic or| are effective
resources international | ways to study

organization | cross-cultural
be managed? interaction?

How can| How can
organizations| universal and
create culturally

structures specific

and process patterns be
which  will | distinguished?
be effective| What is the
in  working | appropriate
with nuance
members of| between

all cultures | culturally
specific  and
universal
processes
within one
organization?
How can the
proactive use
of cultural
differences to
create
universally
accepted
patterns be
studied?

Source: Nancy Adler "Understanding the ways of understagdcross-
cultural management methodology reviewed' in Adeancin
International Comparative Management, IRK pg.31-67
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1.5.2 Six different approaches to cross-cultural anagement
research

Cross Cultural Management studies the behavior ebpfe in
organizations around the world and trains people work in
organizations with employees and client populatidram several
cultures. It describes organizational behavior imititountries and
cultures; compares organizational behavior acroesntcies and
cultures; and, perhaps most importantly, seeks nderstand and
improve the interaction of co-workers, clients, gligrs, and alliance
partners from different countries and cultures. IéAdand Gunderson,
2008: 13).

Studies vary in the theoretical and managementessuhich they
address, in their assumptions about universafityheir ways of dealing
with similarity and differences, and, therefore, tire methodological
problems which they must confront.

The first most common type of management studies has bedrstitin
is, parochial studies - studies of the United Statenducted by
Americans. Assume universality.

The secondmost common type is ethnocentric studies - studiegh
attempt to replicate American management resear@reign countries.

The third is polycentric studies - studies which focus oncdbesg the
patterns of management and organization in foreiguntries.
Universality denied. View institutions as only bginnderstandable in
terms of their own culture

The fourth type, comparative management studies, attemptsetatify
aspects of organizations which are similar and @spe&hich are
different in cultures around the world. Try to digiuish between those
aspects of organizational theory which are trulyversal and those
which are culture specific. Try to define pattewtsich emerge from all
cultures studied. No culture is dominant.

The fifth type, geocentric studies, focuses on studying orgéons
which operate in more than one culture. In inteamat business, these
studies focus on identifying the similarities amangtures which will
allow MNOs to have unified policies for their wonldle operations.
Investigate the managing of MNO. Underlying assuompis that there
are universally effective approaches to organiand managing. Trans-
cultural meaning beyond culture
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The sixth, and to date the least common type of managemeaanes
is culturally synergistic studies which emphasizeating universality.
Synergistic studies explore cross-cultural inteoactand the positive
uses of similarities and differences in creatinghbaoniversal and
culturally specific patterns of management. Theppae of synergistic
studies is to create trans-cultural structures @desses which can be
used around the world while maintaining an appadprlevel of cultural
specificity. Understand patterns of relationshipsl gheories which
apply when people from more than one culture imtevathin a work
setting-people within multinational and transnasibrorganizations,
people on international assignments for domestgameations, and
people in domestic organizations which have croggHal employee,
supplier, or client populations.

Each of the six types of studies is designed toesdda different set of
guestions and is based on a different set of assomsp For researchers
to successfully build a theoretical framework fonderstanding the
behavior of people in organizations around the @yaehd for managers
to effectively use the results of cross-culturahagement research, it is
necessary to differentiate the six types of studies to delineate those
areas in which further research is needed.

Self-Assessment Exercise 2

Outline some key aspects in which cultural divgreias been shown to
impact on organizational management approaches

1.6  Approaches to Comparative Management

The main approaches to comparative management vase(2) in
number; namely:

. Socio-economic nature; and

o Behavioral/psychological nature
Model of socio-economic nature identfiégs environmental
(ecological) by farmer / Richman while netsl of

behavioral/psychological nature are:

Economic development by Harbison and Myers
Behavioral by Ghiselli and Porter

Open system perspective by Negandhi

Culture by Hofstede.
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1.6.1 Main Results of Comparative Management Resezh

There is no one way of doing things. The principkeequifinality
applies to the Functioning of social organizatiomsanagers may
achieve given objectives through various methods.

There is no universal applicability of either ofetrauthoritarian or
participating- democratic management styles. Ineganthe United
States can best be characterized as following dextioparticipative
style, while Germany, Francand most of the developing countries are
authoritarian in their management styléhe authoritarian style is not
necessarily dysfunctional in developing' countriBlsis perhaps may be
the "right type" of leadership.

More objective measures are brought to bear in mgaknanagerial
decisions with respectompensation, objectives,
goal setting, etc., in the developed countries;jesiive judgment
(emotions, religious beliefs) often enters the sieai-making processes
in the developing countries.

There are similarities and differences among theagers around the
world.

Similarities are explained in terms of industriation or the industrial
subculture.

Differences are explained in terms of cultural abkes. The cultural
factors are considered the most important influegeariables.
Negandhi, A. (1975), ((Comparative managemant organization
theory a marriage needed» Academy of Managemerrhdb@8, pp.
334-344)

19

1.7 Summary

You can understand from the foregoing that, Contparananagement
analyzes the extent to which management princigrlespplicable from
one country to another.

The unit discussed comparative management, takittgdonsideration
the global environment.

This unit explains the importance of comparativenageement and their
theories from two different divisions which are ®oe economic and
behavioral/psychological in nature.

Comparative management theories identified are:

o Socio- Economic approach
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o Ecological approach
. Behavioral approach
o Eclectic empirical approach

[
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LI:: 1.9 The Possible Answers to Self-Assessment Exeets)

Answers to SAEs 1

The importance of comparative management:

i)
i)

ii)

Vi)

vii)

It helps managers to understand local condition

It helps in knowing the managers of foreign cowsrin a better
way, and to execute their jobs related to trade @waperating
them in accomplishment of their tasks.

It helps in knowing the different cultures of diéat companies
of various countries and also be aware of the amploblems
and how to solve them with innovative techniqubst will lead

to improvement in management.

It helps in knowing the differences that occur noss- borders
trade and also helps to find the solutions to ki situations.

It helps to make the managers aware about theicsnfietween
the companies of the other countries and how toagerthem.

It helps in formulating policies for Foreign Direcivestment for
financial needs of the companies of various coastri

It helps in identifying, describing, explaining,capredicting the
impact of environmental factors (micro and macrotdes) on
international business of each companies and desntr

Answers to SAEs 2
Some key aspects in which cultural diversity hasnbghown to impact
on organizational management approaches:

)

Centralized vs. Decentralized decision making. €hewariation
across national- culture in the extent to which omgnt

organizational decisions are made by senior masagewhether
decisions are made down the line with authorityodead.

Safety vs. risk. In some cultures, managers hawerg low

tolerance of uncertainty and manage in ways torobiis. In

others, there is a much greater tolerance of uaiogytand much
greater risk-taking.
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ii)

Vi)

50

Individual vs. group rewards. In some culturesyehe emphasis
on rewarding individual achievement. In other odii the
emphasis is on rewarding the group collectively.

Informal vs. formal procedures. In some culturesere is
considerable use of informal procedures. In othdogmal
procedures are very important.

High vs. low organizational loyalty. In some cubsr people
identify less with their organization or employardamore with
their occupational group or profession.

Co-operation vs. competition. Some cultures empleasio-
operation in the Organization, others foster cotipat
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Unit 2 Management Skills in the Public and Private
Sectors of the Economy

Unit Structure

2.1  Introduction
2.2  Learning Outcomes (LOs)
2.3  Management skills in public and private sext
2.3.1 Management skills in the pulskctor
2.3.2 Planning Skill
2.3.3 Skill
2.3.4 Directing Skill
2.3.5 Controlling Skill
2.3.6 Personnel Management Skill
2.3.7 Leadership Skills
2.4  Private Sector and the Economy
2.5 Management Skills in Private Sector
2.5.1 Technical Competence
2.5.2 Self- awareness skills
2.5.3 Interpersonal and Social Skills
2.5.4 Thinking Skills
2.5.5 Political Skills
2.6  Summary
2.7 References/Further Readings/Web Resources
2.8 Possible Answers to Self-Assessment Exercise(s)

A
&lz.l Introduction

Management has been defined by several authorsseitéral definition
attached to it, but it has been seen to lead tosomgle direction and
result, which is generally to reach the aim andl gbazhe organization,
either public or private.

Therefore, it is important to understand that, tienagement function
and skills are needed by the administrators andagens, to run their
establishment, these skill ranges from conflicteipersonal, diagnostic,
technical, time, conceptual and people managenkdht s

In this unit, the issue of management skill emptbiye both private and
public sector of the economy would be discussed.itBa important to
understand that, Skills management is the praaicenderstanding,
developing and deploying people and their skillselMmplemented
skills management should identify the skills thal jroles require, the
skills of individual employees, and any gap betwé®n two. Various
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ways an individual can improve interpersonal skilise: attend
workshops or online classes, seek out opportunities build
relationships, be thoughtful about ways your intéoas could improve,
ask trusted friends or colleagues for construativécism, observe other
positive interpersonal interactions, seek out nrship and finally set
goals.

Overview
The skills involved can be defined by the orgamimatoncerned, or by
third party institutions.

They are usually defined in terms of a skills fravoek, also known as a
competency framework or skills matrix. This consist a list of skills,

and a grading system, with a definition of whatmieans to be at
particular level for a given skill. To be most udefskills management
must be an ongoing process, where individuals assed update their
recorded skill sets regularly. These updates shoglkclr at least as
frequently as employees' regular line manager vejieand certainly
when their skill sets change.

Skills management systems record the results &f fitocess in a
database, and allow analysis of the data. To parforanagement
functions and assume multiple roles, managers ieiskilled. Robert
Katz identified three managerial skills essentia successful
management: technical, human, and conceptual*. riiegh skill
involves process or technigue knowledge and periicy. Managers use
the processes, techniques and tools of a speaiia. dHuman skill
involves the ability to interact effectively witrepple. Managers interact
and cooperate with employees. Conceptual skill lves the
formulation of ideas. Managers understand abstratationships,
develop ideas, and solve problems creatively. Ttechnical skill deals
with things, human skill concerns people, and cpiea skill has to do
with ideas.

The management skill required in an organizatiopedds on the level
of the manager within the organization. A managéeel in the
organization determines the relative importancpassessing technical,
human, and conceptual skills. Top-level managees menceptual skills
that let them view the organization as a whole. c@ptual skills are
used in planning and dealing with ideas and absbress Supervisors
need technical skills to manage their area of sgciAll levels of
management need human skills so they can interattcammunicate
with other people successfully.

As the pace of change accelerates and diverse dieches converge,
new global industries are Dbeing created (for exampl
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telecommunications). Technological change alters fandamental
structure of firms and calls for new organizatiorsgdproaches and
management skills.

There are different types of skills in the corperabrld which is seen as
a result of change in the society, which would helsuit the present
managerial need at that point in time. The addigbskills as a result of
the changes in the corporate world has led to éveldpment and use of
the following skills; Soft Skills, communication i8&, business writing,
corporate presentation, public speaking, salesketiag, leadership and
managerial skills are few of the skills.

Employees who benefit

Skills management provides a structured approachdewgeloping

individual and collective skills in a system in whi determines the
progress of its employees and how the can be oéflido the system
and advance the prospect of the organization babiligoand private
sector, and gives a common vocabulary for discgsskills. As well as

this general benefit, three groups of employeesivecspecific benefits
from skills management.

Individual employees

As a result of skills management, employees shbeldaware of the
skills their job requires, and any skills gaps ttrety have. Depending
on their employer, it may also result in a persotevelopment plan
(PDP) of training to bridge some or all of thosdlslgaps over a given
period.

Employees gain from improved identification and ersanding of their
own strengths and weaknesses, from being ablettpessonal goals,
and to understand the value they bring to the argdéinn (which in turn

can boost morale).

Line managers

Skills management enables managers to know thé stkéngths and
weaknesses of employees reporting to them. It temenable them to
search for employees with particular skill setg.(eto fill a role on a
particular job). Managers will be looking for workewho can perform
technical tasks with excellence and communicaté wiéh colleagues.

Organization executives

A rolled-up view of skills and skills gaps across @rganization can
enable its executives to see areas of skill streagtl weakness. This
enables them to plan for the future against theeatiiand future abilities
of staff, as well as to prioritize areas for skdisvelopment.
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@ 2.2  Learning Outcomes (LOS)

By the end of this unit, you will be able to:

. discuss the management skills in both public ihte sectors.
. analyze interpersonal and social skills.

. explain the technical competence.

. evaluate the thinking and political skills.

2.3  Management skills in the public sector and jwate
sector

2.3.1 Management Skills in the Public Sector

The public sector managers are presently undergopeyiod of change
in the economy, which can be seen over the lasiddequblic spending
by the government has been steadily in the rise.

This advancement and change present a new sealiémhe, leading to
managers to contend with the changes brought bycdméraction by
applying leadership and management skills beingldged during the
growth in the public sector.

The idea of a public sector is being centered diveling services to the
society irrespective of the financial outcome dittto it. For a public
sector administrator, it is significantly importatot note that, the skill
needed to run the system is similar to that ofgheate sector, but the
key difference is that, the skills are being tatbto different angles and
outcome in relation to result.

Therefore, it is important for administrator or ragers in the public
sector of the economy to note that, even thou #a dith customers,
clients and to the citizen at large, they are ocbadrgvith the
responsibility of providing services to the societyt with the idea of
profit making ideology, but with the ideology ofgwiding such service
at an affordable rate, good quality, and also tetmgp with the end
result that's providing the service.

The following management skills are considered irtgpd for a
manager/leader or administrator in a public orgation to have in other
to drive the organization to achieve its set dowalg and objectives.

O Planning skill
O Organizing skill
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Directing skill

Conflict Management skills
People Management skills
Controlling skills

(I R R I R

The above mentioned skill are considered impomaatagement skills
which are deem important in the public sector & #tonomy, which
would enhance its productivity and management efstctor.

2.3.2 Planning Skill

The aspect of planning is considered as an imporespect of
management skill, which serves as an importantistépe management
task in a public sector. In a public organizatidgns important for the
head to be able to plan his/her activities, whidul be deemed fit for
the success of the organization in the chosen arka& aspect of
management skill is the most often overlooked omesely skipped
step in an organization, due to several factorsisltsignificantly
important to note that, while the amount of plagniand the detalil
required will vary from task to task, to skip thask is to invite sure
disaster except by sure blind luck. That's whaegius the adage of the
6 P's of planning (or 7 P's depending on how yainto

2.3.3 Organizing Skill

In a public sector setting, the manager/ admirtistrahould be able to
organize teams, tasks, and projects in other tothgetteam to work
efficiently and to get the work done in the modeetive manner. A

manager must be able to organize teams, taskprafetts in order to
get the team's work done in the most efficient affielctive manner. As
an administrator/leader, one may be organizing allswork team or a
project team. These same organizing skills willréguired by all new
and old administrator of manager in the chosenecamen one has to
organize a department or a new division of the giatal.

Clearly, there is a lot of overlap between plannthg work and in

organizing it. Where planning focuses on what netzide done,

organization is more operational and is more foduse how to get the
work done best.

When leader organize the work, the leader needs to:

Determine the roles needed,

Assign tasks to the roles,

Determine the best resource (people or equipnienthe role,
Obtain the resources and allocate them to the,raled

Assign resources’ roles and delegate authoritiesd a
responsibilities to them.

I O I 0 B A
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In essence, even if the manager has assigned htsaralor a project to
be managed, the manager must therefore be ablganine offices and
the data systems.

2.3.4 Directing Skill

Directing is the action step. Manager have planaed organized the
work. Now the manager has to direct its team totlgetwork done. The
manager starts by making sure the goal is cleavéoyone on the team.
Do they all know what the goal is? Do they all knevat their role is in

getting the team to the goal? Do they have evargththey need

(resources, authority, time, etc.) to do their part

Pull, Don't Push Skills

The manager would be more effective at directing tham toward
achieve positive outcome to the society by pullihg team together,
rather than push which is sitting back and givindeos.

2.3.5 Controlling Skill

Some writers try to "soften” this skill by callinig "coordinate" or
similar terms. But it is better to call it whamiteant to be called which is
control, because it is essential that the managealde to control the
team's activities.

In the steps above, the manager have planned thie w@anized the
resources to make it happen most efficiently, amected the team to
start work. In this step, the manager monitors wwek being done,
which would aid in comparing the actual progresthplan you verify
that the institution is working as you designed it.

2.3.6 Personal Management Skills

In this aspect of management skill, it shows thahagers must master
this skill in other to be successful and how it dobe built on to
deliver success.

There are two areas of personal management shillsnyust master to
be successful as a manager. These settmanagement and time
management

Self- managementBy this point in the development as a manager, the
manager is good at assigning work to its emploge®kcoaching them
through the difficulties so they can produce thiegst work. As a
manager, you know how to motivate them and disogpthem.
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Time Management If you have learned nothing else in your
management career, you have learned that theeves nough time to
do all the things you feel need to get done. Thathy it is critical to
your success as a manager and leader that youilleel st managing
time. This would aide in achieving the desired a@&nd goal within a
stipulated time frame.

2.3.7 Leadership Skills

The skill is the ability to lead a group of peome team within an
institution in other to achieve desired aim. Leatigr is an important
interpersonal skill that involves decision-makifdnere is a difference
between managers and leaders. Effective leadesspoiate many other
interpersonal skills empathy and patience to mad@sibns. Somehow
leadership is an intangible a charismatic comporleat some people
have and others simply do not. That's why, accgrdinthe ubiquitous,
it is such a rarity.

The difference between being a manager and beiegder is simple.
Management is a career.

Leadership is a calling. You don‘t have to be takll-spoken and good
looking to be a successful leader. You don‘t havénave that special
something to fulfill the leadership role.

What you have to have is clearly defined convictioand, more
importantly, the courage of your convictions to s#eem manifest into
reality. Leadership skills can be used by both garmand individual
contributors.

Self-Assessment Exercise 1

Explain the two personal management skills thattaager must master
in order to be successful

The Full Management Skills Pyramid

The Management Skills Pyramidshows all the skills a manager must
master to be successful and shows how these maeageiills build
on each other toward success.
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Management Skills Pyramid

Suncess
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/ Management ﬁ Managament |
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Figure 1: The Management Skills Pyramid (c) 2009 F. John Reh
2.4  Private Sector And The Economy

The private sector has proven to be a driving fandbe economy of the
country. In the private sector, it is importanttote that, the managerial
skill even thou are similar to the public sectot Hue to the nature of
the business activities the aspect of running tgaruzation determines.
The private organization is run with the idea ofking profit for its
shareholders and increasing the profit margin efabmpany.

The skills and qualities of the manager need inpitieate sector which

would foster productivity and development woulddigcussed later on
in this unit, it is therefore important to know stsident of management
that, there are several skill which can be gatherethe job training and

on-the-job process which would prove to be of int@otr to the success
of the sector.

Overview

Management developers need working models of magagwvhich
reflect what managers actually do. Without them agmment
development processes become distant from the leyguerience of
managing and lack credibility with those who argused to be
developed by them. This can mean that managersrieedisengaged,
even alienated from MD as a set of tools which iarelevant and
ineffective. MD will be perceived as something dotoe them, not
something they own because it helps them at wol.d¥ithis kind can
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also perpetuate myths about managing which areeadsig and
counter-productive.

The value of the empirical studies, which we havastdered is that
they prick the pomposity of management and revest in essence it is
not, some grand thing described by a term liketesgia management or
developing the organization'. Instead it emergest thhanaging is far
more mundane and also chaotic and complex thaaltsieact categories
suggest. The process of doing managing'(Mangham Ryel 1991)

emerges as something quite commonplace a serissnall choices,

actions and reactions, for example, writing someadls; scanning
someone's report; talking to a group of staff; lngvconversations with
people who come into the office and so on, whicleroitme come

together to form a line of development (which wegimiicall a policy)

for the organization.

As well as clear pictures of managing, managemeveldpers also
need a clear view of the qualities, skills, atttésuand competencies (are
these synonyms or do they differ in meaning?) diggd by effective
managers. Here again there are issues of defirinthmeaning which
are rarely acknowledged by writers in the field, done professional
developers. However, as Mangham (1988) has pevedptuggested,
management vocabulary is full of terms which putgordescribe the
qualities of managers, for example, an empoweregapérship style;
ability to motivate others; a strategic understagdiet are imprecise in
meaning and are often interpreted very differehgfythose who use the
same phrases. Mangham suggests that these descoptmanagement
capability are too vague to be operationalized drate is very little
professional consensus on the features of behbyiamich they can be
recognized. The reason lies in our lack of undaditey of the
management process (especially at the higher lewawld what is
involved in distinguishing between ordinary and stamnding
performance.

This is partly because executive work is usuallpseled in secrecy and
because higher managers themselves have difficuléyticulating in a
coherent way what they do and how they do it. Haweit is also a
function of the very subtle socio-psychologicalipchl processes
involved which require delicate judgments disguised the big,
conventional labels (e.g. clear communicator, oreatlecision maker,
dynamic leader, etc.)
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2.5 Management Skills in Private Sector

The management skill, which has been seen to lgeeatt important in
driving an organization to success, is being disedsbelow. It's
important to note that in a private sector anyl sidopted by a manager
should be driving towards achieving success inaesfp profit making
and how to manage the organization in other to mpewith the needs
of the shareholders. In a private sector, any ddlbpted is tailored
towards achieving two aims, producing quality prcidand at the same
time achieving profit margin for the company. SeWeskills have been
adopted in the present generation to achieve ssi@®$ organization-
workers relationship to achieve the end resulhefdtakeholders.

Due to the present change in the society broughtitatny globalization,
employees have become enlighten and more demandtinig the work

place, this has led to managers to develop stegegi handling their
subordinate.

2.5.1 Technical competence

The technical skills are definitely an importanpest in the private
sector, which is accompanied with business activitthe organization,
since it is believed that management activitiem@e of a practical and
technical nature in other to move the organizatibead. Management is
a practical subject, which aims to have an impacthe real world, so it
requires functional knowledge and skill in applyirg body of
professional practice. Here we are talking abowtvkadge of product
technology, marketing techniques, engineering, actamncy, knowledge
of relevant legislation, knowledge of basic managetiprinciples and
theories which purport to help the practitionerhwliest practice in
planning, organizing and controlling (Pedler et al.

2001)

Although all levels of management require a tecainimse, one of the
unique aspects of management is that the further gscend the
hierarchy of management, the less direct use isemédechniques and
the more emphasis is placed on the social, cognénd political skills
of managing. A major problem for developers is thanagers often get
promoted to a high level of authority because ddirthmastery of
technical skills. Although they may be highly predenal specialists,
they may not have had much opportunity on the wayoudevelop their
people skills or to gain a broad appreciation & trganization as a
whole. Once installed in a generalist role, theyerwf find that
performance requires strategic and political skdiswhich their former
experience has not adequately prepared them (G4894). Typically,
these managers find that their technical skillsraemuch use but they
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are not sure how they should behave. This role guityican cause not
only great anxiety but also behavior, which maydtsefunctional for the
organization as a whole. It is tempting for thenetophasize what they
know best and act as higher-level technicians witharrow problem-
solving view of their job, interfering in issueshieh should be left to
those lower down. This is often the situation finredtors in medium-
sized private companies who are rarely trained tfair role. The
beginnings of wisdom in management is often knowitgn you are no
longer paid to perform a professional-technicakrahd the job now
requires a strategic appreciation and the use @éilspolitical skills to
harmonize the parts in the service of a greatede{Garratt 1994).

2.5.2 Self-awareness Skill

At the higher levels of management, technical skilie assumed and
effectiveness in management seems very much lin&edocial and
interpersonal skills. Researchers such as ManghmhPsge (1991) and
Watson (2001) have tried to give a detailed pictafethe micro-
processes of management. The ability to do exezuwtork, Mangham
concludes, requires an awareness of self-inteaatith others. What
managers do is very much shaped by their own pgooepof their role,
their goals, their values, their feelings, theisessment of personal
strengths and weak- nesses. To act effectivelynéi@ager needs a well-
grounded awareness of the self; the manager neé&dls of
introspection.

This makes sense. How can anyone manage othesuhky have first
mastered themselves?

The knowledge we have acquired about ourselves;hwimiakes up our
self-concept, is central to improving our managetnskills. Knowing
ourselves helps us to understand our own taken-fgranted
assumptions, our categories for defining situatiamsl people, our
sensitivities, strengths and weaknesses. This ledye is self-
empowering. It allows us to capitalize on our t&delft is the first step in
making any changes to ourselves, which are needddvielop the skills
we think we need. Self-reflection is also importhetause it helps us
make our interactions with others more effectivel ansightful. By
understanding ourselves we become more sensitivibetalifferences
and also the similarities between people; it malemore empathic and
more skillful in our repertoire of behaviors. Frothis self/other
awareness, the manager is in a position to loolorinhis/her own
behavior from the perspective of others. We comeolgectivize
ourselves as others see us by internalizing thegzgptions. This is what
the developers mean by managing the self so thaawenanage others.
By developing a sense of self in the world whicltessistent with how
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we are seen, we have the self-knowledge to presgstlves well to use
the words and take the actions which will influertleers through quiet
skills of persuasion and coordination. There seenbd a number of
areas of self-awareness (Whetton and Cameron 200@\ever, it
seems that self-understanding in about four ofeélreay be particularly
linked to management success.

1) Personal values: what are the fundamentagghyou stand for?
What are your core values and what would you b@ares to
give up if required to compromise? How are youweal related
to ethical principles?

2) Learning and thinking styles: do you know hgaw think and
learn? Under what conditions are you most creatWéfat is
your preferred learning style? What type of thinkes you? Are
you able to take a holistic view of things? Are y@eonceptual
thinker?

3) Orientation to change: do you feel comfortaiieambiguous
situations? How flexible are you in accommodatinige t
unexpected? Are you confident of your ability tondke
complexity and diversity?

4) Interpersonal orientation: are you aware of patterns in how
you interact with people, for example, are you operclosed;
assertive or retiring; controlling or dependent,. 2What are the
consistencies and do they help or hinder you inexaing what
you want? Becoming self- aware is not easy. We daiten
resistant to self-knowing because we believe thfatination will
surface which threatens our self-image. We avoidsqrel
growth because we fear finding out that we arewiwt we want
to be.

2.5.3 Interpersonal and social skills

These skills are hard to define but they largehamworking with and
through other people and using careful judgments Tethod is used
by managers to get their subordinate or staffsctoadize and follow
their part ways. Interpersonal skills are traitai y@ly on when you
interact and communicate with others. These skillslve the ability to
communicate and build relationships with othersemfcalled people
skills. This process of interpersonal and socidlssls used to get your
staff to do what you want and this system is uguaken as a
manipulative method. They imply sensitivity to pep@nd situations
and skill in persuading people to achieve a comngo@l. Some
examples of interpersonal skills include: activetdning, teamwork,
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responsibility, dependability, leadership, motigati flexibility,
empathy, and patience.

In a work environment, strong interpersonal skalls asset that can help
you navigate complexity, change and day-to-day stask lot of
management is watching, sensing, doing readingshafrs behavior. In
a sense, managers are doing what we all do inlsttiations, but they
are doing it with purpose and through complex webselationships
within very diverse role sets (e.g. balancing théero conflicting
expectations of customers, suppliers, employegsrgus, etc.). From
ideas they have of themselves and their own expegienanagers try to
infer what is going on in the heads of others. Marg (1986), talks of
this as the theatre of the skull'. Managers engage form of internal
dialogue to decide on the best line of action. Thi®ally a form of role
taking‘: that is, it requires social empathy in walnithey imaginatively
and sympathetically put themselves in the mindstbérs, anticipating
their reactions to the flow of events. By accumateiodeling other
behaviors and correctly attributing intention we avell placed to act
thoughtfully and appropriately.

Ethnographers of management (Watson, Hales, edgg found that as
we interact with others in management we are jugigiers in terms of
their significance for our plans. What are theisuamptions? What
values guide their management? What do they hopeclieeve here?
Where do they stand on various issues? Is thenéfeaethce between
what they claim and what they really want? Throuigese readings’,
managers develop a sense of the strategy bestdsude the

circumstances and most likely to allow their agetalbe implemented.
The same empathy, feeling and judging are involmesther aspects of
the social process. For example, the senior manageds to have a
sense of how things are going as a whole‘. Thatmméaving a feel for
how things are interconnected that is, how a m&teation has

implications for the strategy as a whole; how chagpghe technical

system will have a knock on effect for the socidtem, for example,
sense-making and managing.

Researchers such as Weick (1979, 1995) and Py&)20@gest that the
essence of leadership is sense-making‘. This meaddng sense of
organizational behavior through talk and reflectshiould be considered
as the main factor of leadership in an organizatitow do we make the
complex, fragmented, behavioral, social and padalitiprocesses of
managing coherent and give them meaning? This apprattempts to
penetrate the constructed world of the manager. Hlmwmanagers make
plausible sense of their experience? How do theystroct identity?

How do they retrospectively review a number of égseand happenings
and give them meaning? How do they draw on ideekgd models to

63



BUS 810 COMPARATIVE MANAGEMENT

define what is happening and what they should dg. (scientific
management; markets; flexible form organizatiorg.)@t This sense-
making is interactive, is mediated by language amdconstantly
developing (e.g. Fisher 1996, talks of us assurdiffgrent managerial
stances in our careers as we slowly change ourmgdigEns about the
reality of managing).This may be a productive tofrresearch which
provides insights into how managers make meaninguth ideas,
constructs, metaphors and images.

A sense-making perspective seems particularly bdefuexplaining
how the issues in management remain remarkablylasiniom one
decade to another even though the vocabulary wseéfine them shifts
(e.g. managing change' in the 1980s became coggaternance’ in
the millennium; empowerment became social capitaihovation’
became knowledge management). It is through sems@&m and its
discourses that the issues of management are redrawith new
vocabulary even if the basic processes remainliatmeeless.

2.5.4 Thinking skills

Cognitive skills are another essential attributehef effective manager.
Managers need the ability to think. That does neamthat they have to
be original conceptual thinkers, but they do nemddve good, clear
minds and to be able to see the whole picture. Maagagers like to
believe that their cognitive skills define thematls, that they are sharp
decision makers and smooth problem solvers. Manageracience
models emphasize rigorous thinking and hard sti@tepalysis.
However, all the observational studies of managgree that in reality
management involves a lot of improvising and fudgitowards a
solution that is good enough in the circumstantexiblom (1959) has
called this style disjointed increment’. Many sesliof managers as
decision makers show that managers typically doseatch for the best
possible solution to a problem because that woudd tho time-
consuming. Instead they search for a temporary digpe to the
problems involved and usually within the boundar@s previous
decisions. Herbert Simon (1957) Nobel Prize winf@r work on
decision-making, thinks that Managers do not séeksharpest needle
in the haystack, just one that is sharp enougleuowsith. By and large,
managers need to be masters in making decisionshwéie good
enough in the circumstances, rather than masterduimdamental
decision-making which addresses the complexity eit@ation and the
underlying forces involved. This is what we meaatlier by muddling
with a purpose’. Mintzberg (1976) helps us to usthlerd management
decision- making by drawing a distinction betweeft brain thinking
which he characterizes as linear, ordered, seqlanrtd analytical and
right brain thinking which is holistic, synthetio@ intuitive. Mintzberg
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claims that when you look at management decisiokimgaclosely it

turns out not to be a regular, planned and sysiempaicess. This is true
of strategy as well as more operational decisiokinga In fact, it seems
discontinuous and proceeds in fits and starts'.

Despite the obsession with measurement, quantditatand

sophisticated modeling in management, Richard H¢l895) stresses
that most business decision-making involves thigkivith incomplete

information, back of the envelope’ calculations acommon-sense
constructs which we subsume under the label ofmeid’ because we
are not fully aware of what is involved. Mintzbehgnks that right brain
thinking dominates in management. It is the abtiitysynthesize bits of
information into a whole using robust categories deffinition and

classification which we have built up from the pdsts the ability to

conceptualize and create a picture from piecesidkace which is most
needed in management. Continuing his metaphorfoaie right brain

thinking, in Mintzberg's view really outstanding magers can think in
the right (conceptual) hemisphere and develop alevpature of the

organization and its future but then program andycaut plans of

action with the left (rationalist) hemisphere.

O Thinking styles
McKenny and Keen (1976) have suggested that masagéibit
different cognitive styles.
Among the various categories they define are tHeviing.

O Systematic thinkers —These are the methods pedpky define
the problem early on in their thinking process theey search for
solutions in a very orderly way. They give a lotaifention to
making the implicit explicit and quantifying variels where they
can.

They are deductive thinkers who try to calculatee th
consequences of different approaches and choodenéhwhich
seems most likely to optimize value.

O Intuitive thinkers — These managers are partitplsensitive to
problem recognition.
They are aware that if the problem is wrongly dedinthorough
logical analysis will be misdirected and futile. pigally, they
fend off pressure for an early definition of theolplem, instead
throwing themselves into the data and thinking ciokely, often
re- framing issues several times before coming tdinal
definition. Choosing a plan of action can also mitive, based
on grasping a general idea and improvising actwh&h may
make it work. Rational search protocols are somegtimsed to
justify decisions which might be ultimately deseub as
instinctual (although practitioners of this styleayn prefer
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calculated risk-taking as a description). Althouganagement is
obsessed with precision in objectives, systems @odedures,
the truth is that many decisions in managemengdrgm rough
calculations which are more based on vague suraridea nose
for a business opportunity than a careful optiopraizal.

O Perceptive thinkers — These managers seem to uk&lkang
style which falls between the two previous extremisis
essentially a mixed scanning approach which inwlweilding a
broad picture of the issues within a context thé&enaing to
some trigger factors to focus on certain thinggreater depth.
Switching alternately between the broad and thailget they
begin to develop explanatory concepts of the mabstip
between factors which leads to a definition of alpem and the
generation of alternative approaches. Standard yizedl
processes are then often used to choose a findisul

Other writers on management have suggested a @ngypologies to
contrast thinking styles, for example, convergelogi€al, rational,
linear) and divergent (intuitive, expressive, ideaal) thinking
(Guilford and Hoepfner 1971); romantic and cladstbanking; spiral,
linear and lateral thinking, etc. There is also dumcept of different
languages of thinking, for example, spatial, lirsgigi, mathematical,
social thinking (Leavitt and Bahrani 1988). Thegpiftcations have
their limitations because they seek to capture $omg fluid and
mercurial like thinking with static constructs. Hever, one consistent
finding seems to be that the most effective marsadgmve a broad
repertoire of thinking styles, are fluent in vasoiorms of thinking and
can adapt their thinking to the needs of the sdnatMore particularly,
they are holistic as well as pragmatic thinkersytthink for themselves,
are critically evaluative of orthodoxy, try to leafrom experience and
avoid the narrow grooves of popular formulae (dge One Minute
Manager‘) or the magical appeal of panacea (exuedle business re-
engineering’, etc.). A recent, and engaging, attergp categorize
management thinking is an article by Gosling anaditkberg (2004),
which suggests that there are five management miQisnplex
organizations of the future need a reflective matdsThey also need
people who can probe beneath the surface and uadéreow things
relate together, an analytical mindset'. They newthagers who have a
sense of how things go a worldly mindset. The difgrand boundary-
spanning nature of great organizations requiregl@rally sensitive or
collaborative mindset'. Finally, managers need etioa mindset which
means creating a sense of shared direction. Masag#irbe stronger
using some minds rather than others. But all maisageed to be able to
move seamlessly between mindsets as changing ctenges require.
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O Creativity

Creativity management is a system of principles,thogs,
techniques, practices, and instruments for managimgloyee
creativity in order to get the maximum result foe brganization
according to its goals, objectives and availabkoueces. Many
managers are faced with the obsession and stidkirthe one
way method of management and leadership in whiely tire
used too. Despite the obsession of many managénstweé one
right way', with systems and with best practiceticsessful
managers value ideas and creativity (Heller 1996 capacity
to think freely and to recognize the value of nelea as it
emerges is important cognitive skills for the masrag

Creativity is a special form of thinking where reassensitivity
and judgment come together. It involves gut feelingd

calculated risk-taking, having ideas and knowingvhio apply

them. Creativity as generation of ideas, solutiarsprocesses
that are novel and useful has many benefits andicagipns in

business. Leaders need to encourage creativity tande

supportive supervisor who is positively connectedreativity in

the workplace. The primary task of modern leadets icreate an
environment in which employees can grow and feek fto

express their creative ideas.

Creativity in management often means going agatimstgrain
and doing something different.

Often it involves an entrepreneurial approach teagang which
combines innovation with flair (e.g. Anita Roddick Richard
Branson would be celebrated models). The literabarereativity
is vast and there are many conflicting views on tithia and how
it can be encouraged.

However, there is a good deal of consensus (e.gm&d1988,
Weisberg 1986, etc.) that creative managers hawdalfowing
gualities:

O They observe the processes around them. Theyagigation to
things and are therefore aware of small changeshwhiay be the
precursors of new trends.

0 They think in conventional categories and in sigqees. They
try to reason things out for themselves

O They see things and have a synthesizing abilityretate
disconnected things together to form new ways eingg
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O There are different strategies, methods and tqofenio enhance
creativity. One of them is ‘six thinking hats’ tesue which is
helpful in finding a new perspective during creatprocess.

The six thinking hats technique are;

I. White Hat- Look at the situation objectively. Wlaae the facts?

il. Red Hat- Look at the situation emotionally. What sgour
feelings tell you?

iii. Yellow Hat- Use a positive perspective. Which elaiseof the
solution will not work?

iv. Black Hat- Use a negative perspective. Which eldémeri the
solution will not work?

V. Green Hat- Think creatively. What are some altevedteas?

vi.  Blue Hat- Think broadly. What is the best overalusion?

Self-Assessment Exercise 2

Explain creativity, and outline only three qualktief a creative manager

2.5.5 Political skills

Finally, successful managers display political IskiDrganizations are
ultimately political systems. All organizations lealimited resources.
Groups within the organization all want a sharethefse resources to
further their projects. This means that bargainiognflict and the

selective mobilization of power are essential totoa the process by
which the cake is divided.

Winners in this organizational game are often thoke are politically
survey and know how to make a good case and maorggaizational
rules in their own favor. As John Hunt (1992) sagnior managers are
not in a position to claim that they are above they business of
politics. If they don‘t play the political game théhey are abandoning
the ground for others to skew the system in theim ointerests.
Organizational politics involves:

O Senior managers building up their departmentsigiytihg for
additional resources and authority;

O Senior managers engaging in debate over_theaning of the
strategic plan so that definitions favorable toirtheterests

prevail;

O Conflict between cliques over equipment, spacdgbts, staff,
etc

0 Individuals jockeying for position to advance theareers
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Organizational politics is the backstage of theaoigation where the
empire building, log rolling, careerism, interestogp lobbying and
patronage relationships take place. The skills twrace needed here
involve all the qualities we have considered befanel some other,
more specific ones.

(@)

(b)

(c)

Diagnostic skills — The best political operatocseem to be
effective in mapping the political terrain. Theyvieaa sense of
the distribution of power within an organizatiohetperspectives
and cultures of different groups, who are the primavers of
events, the agendas of different actors and whotddse won
over to build a winning coalition behind an initieg (Hunt 1992,
Pfeffer 1981).

Tactical skills — Managers with political dkseem to know how
to switch between methods of influence.

They know how to test the water for a proposal lavoiding a
commitment on which it is difficult to renege. Thage formal
authority sparingly because they know that the erowse of
power demonstrates not strength but weakness. phefgr to
achieve their objectives through more indirect nsedrhe skills
here involve fixing meetings in advance by gettihg powerful
on side before they go into committee; cutting dealth the
most powerful players; engaging in social excharmdgtionships
(e.g. support in return for patronage) to constanitical alliances
around core issues; controlling the timing and @méstion of
issues; using outsiders to legitimate activity;ngsnetworks to
plant and collect confidential information (Kakalsadl983).

Shaping skills — Sophisticated players seeivetgood at shaping
the political process so that they can achiever tlgaals
indirectly, through influence and persuasion. Aetely attuned
to what is at stake for each of the participantsevwents, the
politician-manager concentrates on areas of commtarest to
build consensus while subtly moving perceptionghsd change
becomes possible. This involves the ability to reagnals,
develop rapport and sell ideas in terms of the rghiaterests.
Language skills are important here. Political mamagnow how
to manoeuvre to promote sectional advantage whaliencg to
speak for the organization as a whole and justifywhat is done
in terms of the rallying symbol of thegreater good of the
company'. They use language tananage attention and to
_manage meaning‘(Bennis and Nanus 1985)
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2.6  Summary

Management is a complex activity. It requires hygtdeveloped

cognitive, interpersonal, presentational and paiti skills. Various

empirical studies have found that managerial behadefies easy
categorization. Managing is a disjointed activitywhich the significant
and the trivial are interspersed. The qualities cwvhimake up a
successful manager are numerous and varied (tethngocial,

emotional, cognitive and political skills). Despitee many changes in
organizations and management that have occurreztent times which
is feasible in both the public and private sectbthe@ economy. This
aspect of change is has led to positive and negasffect of

organization in the economy, irrespective of thenagement style used,
is continuity in the management process and thésskequired to

perform it more pronounced than discontinuity ia ttaily experience of
managing?

The idea behind management style in this unit isetdance the
understanding of the variomsanagement style used in both private and
public sector of the economy. It is important toten¢the outcome
desirable from both the private and public secidwe activities of both
sector everthou for the private sector is geared towards tability and
public geared towards service delivery, but thedmotline is that both
sector are after the satisfaction derived by theesers.
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Answers to SAEs 1

2.8 The Possible Answers to Self-Assessment Exeefs)

There are two areas of personal management skiltsa@ager must
master to be successful. These aef-management and time
management

1) Self- management: By this point in the development as a
manager, the manager is good at assigning worts employees
and coaching them through the difficulties so ticap produce
their best work. As a manager, you know how to waté them
and discipline them.

2) Time Management If you have learned nothing else in your
management career, you have learned that therever mnough
time to do all the things you feel need to get dadrtet is why it
is critical to your success as a manager and letdryou be
skilled at managing time. This would aide in acmevthe
desired aim and goal within a stipulated time frame

Answers to SAEs 2

Creativity management is a system of principlesthas, techniques,
practices, and instruments for managing employeatisity in order to

get the maximum result for the organization acceuydio its goals,

objectives and available resources. Many managerdaaed with the

obsession and sticking to the one way method ofagament and
leadership in which they are used too but the ssfabmanagers value
ideas and creativity. The capacity to think freahd to recognize the
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value of new idea as it emerges is important cogniskills for the
manager.

Creativity is a special form of thinking where reas sensitivity and

judgment come together. It involves gut feeling asadculated risk-

taking, having ideas and knowing how to apply thebneativity as

generation of ideas, solutions, or processes tleat@vel and useful has
many benefits and applications in business. Leadees! to encourage
creativity and to be supportive supervisor whoasipively connected to
creativity in the workplace. The primary task of deon leaders is to
create an environment in which employees can gmow fael free to

express their creative ideas. It also means dsamgething different
from what is being done.

The three qualities of a creative manage:
1) They observe the processes around them. They gmetian to
things and are therefore aware of small changeshwhiay be the

precursors of new trends.

2) They think in conventional categories and in stgjees. They
try to reason things out for themselves

3) They see things and have a synthesizing abilityretate
disconnected things together to form new ways einge
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Unit 3 Constraints of Organizational Setting on the
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N
MS.l Introduction

Organizational Structure is the framework aroundcWithe group is

organized, the underpinnings which keep the coalifunctioning. It is

the organization manual that tells members howotiganization is put
and how it works. More specifically, structure déses how members
are accepted, how leadership is chosen, and hosiales are made. On
the other hand, constraints of group activities #un@se problems or
limitations usually caused due to the inadequatetfanal structure of
the organization.

@ 3.2 Learning Outcomes (LOS)

By the end of this unit, you will be able to:

explain what an organizational structure means
enumerate the reasons for setting up organizatsinagture
identify the problems within an organizational sture
explain the implications of bad organizational stue
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Elements of Organizational Structure
3.3.1 Meaning and Elements of Organizational Struare

Organizational structure’s six elements are theudimg blocks that
managers must use in developing and structure @ajgmnal hierarchy.
Elements of organizational structure are; (1) desigbs, (2)
departmentalization, (3) establish reporting relahips, (3) distribute
authority, (5) coordinating activities, and (6) fdientiating among
positions.

The organizational structure shows corporate concation, the
executive and managerial hierarchy, and createtama for efficient
growth in the future.

For managers, organizing is deciding how best tmjgrorganizational
elements for a variety of structural possibilities.

Managers must understand the best combinationhfootganization’s
structure.

There are six basic building blocks that manageas wse in
constructing an organization which also known asmehts of
organizing or organizational structure.

Elements of Organizational Structure are;

Designing jobs,

Departmentalization or Grouping Jobs,
Establishing reporting relationships between jobs,
Distributing authority among jobs,

Coordinating activities among jobs, and
Differentiating among positions.

ok wnNE

Regardless of what type of structure your orgaromatiecides upon
three elements will always be there. They are iefiein the very idea of
an organizational structure. They are some kindovernance, rules by
which the organization operates a distribution ofky

(&) Governance: The first element of structure aofgroup is
governance — some persons or group has to makeettisions
within the organization.

(b)  Rules by which Organization Operates: Anothgyortant part of
structure is having rules by which the organizatmperates.
Many of these rules may be explicitly stated, wioileers may be
implicit and unstated, though not necessarily &3y powerful.
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(c) Distribution of work: Inherent in any organiimmal structure also
is the distribution can be formal or informal temgy or
enduring; every organization will have some typadivision of
labor.

Self-Assessment Exercise 1

Enumerate the elements of organizational structure

3.3.2 Reasons for Development of Organizational i@tture

o Structure gives members clear guidelines on hopréezeed. A
clearly established structure gives the group ansi¢a maintain
order and resolve disagreements.

. Structure binds members together. It gives meaamyjidentity
to the people who join the group as well as togiwaip itself

o Structure in any organization is inevitable — agamization, by
definition implies a structure. Your group is goittghave some
structure whether it chooses to or not. It mightwasl be the
structure which best matches up with what kind @fanization
you have, what kind of people are in it and what gee yourself
doing.

3.3.3 Problems within an Organizational Structure

A company with a strong organizational structurendigs from
improved communication, a well-defined hierarchy ahe ability to
create a unified company message. As efficient aganizational
structure can be, it can also create problems dhatlead to loss of
productivity and internal conflict. In order to mé&in a strong company
framework, you need to be able to identify the peols within an
organizational structure and deal with them as tieeyr.

3.4 Departmental Loyalty

One of the dangers of creating departments is ppearance of an "us
versus them" mentality between different groupsleSanay feel in

conflict with accounting because new customers ao¢ getting

approved for credit terms. Logistics is at oddshwihanufacturing
because products are not being built fast enougiméet shipping
deadlines. Departments tend to get competitivefaatthat their work
is more important to the success of the company tha work of the
other groups. This can cause breaks in communicaiat affect

productivity.
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3.4.1 New Management

If there have not been changes in management fay years, then the
company will start to settle into a way of doingntys that is efficient
and comfortable for the existing management tearhanGes in
management, for whatever reason, can put straith@rorganizational
structure of an organization. The new manager, anagers, may be
unfamiliar with the way the organizational strueturas been run for
years and try to put a new spin on how things ghbelrun. There is an
adjustment period for employees and other managers.

3.4.2 Confusion

Effective communication is required to keep an aigational structure
running smoothly.

Without communication, new ideas and processes geinconfused.
Managers may begin to redouble efforts in an atteimlaim certain
parts of a process as their own. This is why exeewommunication to
the rest of the company is critical to the suca#fsany organizational
structure. If departments are not clear on exacillgat their
responsibilities are, then the ensuing confusion sw production
down.

3.4.3 Company Goals

An organizational structure is only effective whieie entire company
uses it properly, according to management condsltaiebowitz and
Associates. When upper management creates depé#atrgeals for the
rest of the company without first consulting wittetmanagers of those
departments, the company runs the risk of not ngaitéhgoals. In order
for an organizational structure to be effectivealgmaking needs to be a
two-way process. When upper management does nbttilseaenput of
the rest of the company to create company goas, thsentment can set
in and morale begins to drop.

3.5 Implications of a Bad Organizational Structure in the
Management of Group Activities

Organizational structure refers to how the manageraed employees
in a business make decisions and perform requaskkt In most small
businesses, decisions are made by the foundermerowhis structure is
known as a centralized organizational structurer &obusiness to
succeed and grow there must be a fit betweenganazational structure
and the industry in which it operates. Evidence dfad organizational
structure includes low productivity, high employeenover and hiring
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problems, misalignment between technology and aecimaking, and
the inability for the business to grow.

3.5.1 Low Productivity

In agile industries where change occurs rapidly @rtinuously such as
technology, productivity often suffers when the amational structure
of the business remains centralized. Employees atarrespond
immediately and make key productivity decisions tbeir own; they
must vet decisions through the hierarchical chaihich takes time.
Thus, in the time that it takes to have decisigngr@ved, productivity
slows.

3.5.2 Employee Turnover

An inefficient organizational structure can resuit high employee
turnover and difficulty hiring qualified employee#& business that
operates a centralized organizational structuraninndustry that must
remain fluid and dynamic may have a harder timeaeting highly
skiled employees. These types of employees mayl taeir

contributions are wasted in a firm where they havelecision-making
authority and see fewer opportunities for fulfilime

3.5.3 Technology

Misalignment can occur between a business's teoggohnd the
decision-making hierarchy.

According to Raffaella Sadun, assistant strateggfgssor in the

Harvard Business School, software systems thatgrate business
functions such as enterprise resource planningebkhown as ERP,

facilitate decentralized decision-making. In a bhess that operates this
type of technology against the backdrop of a cémé@ organizational

structure, employees will actually feel more empae and power

struggles will likely ensue.

3.5.4 Growth

A bad organizational structure can also inhibit thesiness from
growing. In a dynamic industry prone to rapid charipe founder of the
business may not be able to relinquish control tovenfrom a
centralized organizational structure to a decemtdl one, wherein
decision-making power becomes shared among a laggeup.
Decentralized organizational structures tend tadlitaie a competitive
growth strategy for larger firms in these typesrafustries. Typically,
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small businesses that cannot make this shift dpragress beyond the
small business level.

Self-Assessment Exercise 2

Discuss the implications of bad organizational dtiee in the
management of group activities

N

Yo/

3.6  Summary

Structure is what ensures that your organizatidhfaumction smoothly
and as you intended. You should think about strecearly in the
development of your organization, but be aware thattype that fits
best may change as your organization grows.

In this unit, we have discussed the meaning of agarozational
structure, stated the reasons fetting up organizational structure,
identify the constraints or problems within an orgational structure
and the implications of bad organizational struetir the management
of groupactivities.

n

Anderson A. (2013)Chron-Small Business Index by Demand Mgedia
USA: Hearst Communication Inc.

3.7 References/Further Readings/Web Resources

Cale E. (2013)Chron-Small Business Index by Demand Mgdi8A:
Hearst Communication Inc.
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LI:: 3.8 Possible Answers to Self-Assessment Exerci3e(s

Answers to SAEs 1

The elements of organizational structure are;

ook wnNE

Designing jobs,

Departmentalization or Grouping Jobs,
Establishing reporting relationships between jobs,
Distributing authority among jobs,

Coordinating activities among jobs, and
Differentiating among positions.

Answers to SAEs 2
The implications of bad organizational structurethe management of
group activities are;

1.
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Low Productivity

In agile industries where change occurs rapidly esrttinuously
such as technology, productivity often suffers whéme
organizational structure of the business remainstrakzed.
Employees cannot respond immediately and make key
productivity decisions on their own; they must \@ecisions
through the hierarchical chain, which takes timéug; in the
time that it takes to have decisions approved, ycbdty slows.

Employee Turnover

An inefficient organizational structure can resutt high
employee turnover and difficulty hiring qualifiednployees. A
business that operates a centralized organizatginadture in an
industry that must remain fluid and dynamic mayéavharder
time attracting highly skilled employees. These efypof
employees may feel their contributions are wastedaifirm
where they have no decision-making authority and feaver
opportunities for fulfillment.

Technology
Misalignment can occur between a business's tecgpand the
decision-making hierarchy.

According to RaffaellaSadun, assistant strategyessor in the
Harvard Business School, software systems thatgrate
business functions such as enterprise resourceniptanbetter
known as ERP, facilitate decentralized decisionimgkIn a
business that operates this type of technology nagathe
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backdrop of a centralized organizational structuemployees
will actually feel more empowered, and power sttaggwill
likely ensue.

4. Growth

A bad organizational structure can also inhibit biusiness from
growing. In a dynamic industry prone to rapid changhe

founder of the business may not be able to relsiguontrol to
move from a centralized organizational structure &
decentralized one, wherein decision-making powecolnes

shared among a larger group. Decentralized orgtonmzd

structures tend to facilitate a competitive grovetinategy for
larger firms in these types of industries. Typigallsmall

businesses that cannot make this shift do not pesgoeyond the
small business level.
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Unit 4 Human Resources Management Model That Meetbe
Needs of Public and Private Sectors

Unit Structure

4.1 Introduction

4.2 Learning Outcomes

4.3  Strategy Formulation and Strategy Execution

4.4  Creation of Strategic Human Resource Systempooent
4.5 Summary

4.6 References/Further Readings/Web Resources

4.7 Possible Answers to Self-Assessment Exercise(s)

N
@4.1 Introduction

This unit discusses the human resources managenuatdls that meet
the need of both the public and the private sectdemagers in public
and private sectors use the tenmmman resource strategiedo refer to
specific human resource management courses ofnatii® company
pursues to achieve its strategic aims. These giesteare common to
both sectors.

Under this unit, Strategy formulation and Executwiti be discussed.
You will also learn the three main Strategic HunRe&source System
Components.

@ 4.2  Learning Outcomes (LOS)

By the end of this unit, you will be able to:

. evaluate the formulation and execution of HR sygia®

o explain why a strategy-oriented HRM system is intg@airin both
public and private sector.

o explain what the Creation of Strategic Human Res®®B8ystem
Component involves.
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Strategy Formulation and Strategy Execution

1. Strategy Formulation

Strategy formulation and Execution is increasinglgving to be
a key to organization success. And this is truedibrtypes of

organizations be it public, private or non-profitganizations.
Strategy formulation is as important as executlogaders must
begin to own both. Strategy execution representseiplined

process and a logical set of connected activitias ¢nables an
organization to take a strategy and make it workthout a

careful, planned approach to execution, stratedang and
objectives cannot be attained. Managing strategydéation and
execution as an integrated whole is the key to ecessful

organization.

In Today's organization, the traditional role ofeestion of
Strategies by human resource management has edténdae
formulation of strategies in collaboration with topanagement
both in the public and private sector. This is treality
employers’ face today which is as a result gdbbalization.
Globalization has brought about, more competitidnciv has led

to more performance and most employers are pursmipgoved
performance. This situation has made human resource
management's knowledge and expertise crucial tosthetegy
formulation process.

Formulating a strategic plan requires identifyiagalyzing, and
balancing the company's external opportunities #meats on
one hand and its internal strength and weaknessabeoother
hand. These strategic plans capitalize on the dirsirengths and
opportunities and minimize or neutralize its thseaand
weaknesses.

I Opportunities and threats

With regards to opportunities and threats exteyndie human
resources manager is in a unique position to suppiypetitive

intelligence that may be useful in the strateg@nping process,
for example such details regarding the competiiocentive

plans, opinion survey data from employees thattetitormation

about customer complaints and information about dpen
legislation such as labor laws and mandatory inctare

. Strengths and Weaknesses
Human resource management also supports strategwyiation
for by providing input on the company’s internahtan strengths
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and weaknesses. Such inputs on the company's eggdayay
include the number of those who are computer liéggraumber of
those who have the educational background to assemnew

training, whether the company is able to provide trecessary
training in time or whether to turn to outside verslor to hire

new workers. With such inputs firms are even abléuild new

strategies around human resource strengths.

Strategy Execution

Strategy Execution is traditionally the heart ofe tihuman
resource manager's strategic job. Top managementutates
the company's corporate and competitive strategldsen the
human resource manager designs the strategiepotitees and
practices that make sense in terms of the compagrgorate
and competitive strategies for example, FedEx's &munesources
strategies, which are supporting the communicatiand
employee development helps FedEx, differentiatfifsom its
competitors by offering superior service. Human ousse
management supports strategy execution in others,wéy
example it administers most firm's downsizing aedtructuring
efforts, reducing health care costs, instituting y-foa-
performance plans, retraining employees, etc.

Self- Assessment Exercise 1

How has globalization influenced Human Resource &dament in th¢
public and the private sector?

A\)%4

4.4

Creation of Strategic Human Resource System Cqgranent

In creating a strategically relevant human resoune@agement system
in the private and public sector, it is useful tcds on three main
components and these are:

84

The Human Resource professionalwho have the strategic and
other skills required to build the strategy-oriehtéduman
Resource system.

The Human Resource policies and practices for example,
how the company recruits, selects and trains andands
employees.

The Employee behavior and competencies -which the
company's strategy requires that emerge from thenamu
resource system's policies and practices.
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In addition, the human resource professionals shaigsign their
policies and practices so that they produce thel®ap competencies
and behaviors the company needs to achieve itegitagoals. Figure
3.2 below is the three main strategic human resocomponent.

The HR The HR system Employees

functions High behavior

HR professiona performance Employees

with strategic work  system competencies,

management consisting  of values,

competencies strategically motivation
aligned and behaviors

required by

Figure 1: Three Main Strategic Human Resource Compaent

Self-Assessment Exercise 2

What are the three main components in creationtrategic Human
Resource management system

1

9,
45 Summary

Managers in public and private sectors use the tewman resource
strategies to refer to specific human resource gemant courses of
action the company pursues to achieve its stratgis. These courses
of action became necessary due to changes in dbalgtconomy- high

level of competition and improved performance bidugbout by

globalization. Therefore for any organization tansen relevant in

today's global economy, these human resource gtemtemust be

adopted.

In formulating their human resources strategiesmblu Resources
managers must address three basic challenges wnéclthe need to
support corporate productivity and performance owpment efforts,
the fact that employees play an expanded role & employer's
improvement efforts and the fact that HR must halwved be involved
in designing not just executing the company's styat plan.
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\'—_—“I 4.6 References/Further Readings/Web Resources

Dessler, G., (2008 Human Resources Managemehondon: Pearson
Prentice Hall.
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LI:: 4.7 Possible Answers to Self-Assessment Exercide(

Answer to SAEs 1

Globalization has influenced Human Resources Mamagé in such a
way that the traditional role of execution of Sdgies by human
resource management has extended to the formulatistrategies with
top management both in the public and private se@balization has
brought about, more competition which has led taenperformance
and most employers are pursuing improved performanhis situation
has made human resource management's knowledgeexpertise
crucial to the strategy formulation process.

Answer SAEs 2
The three components to focus on in creating degfically relevant
human resource management system in the privatpusict sector are;

I The Human Resource professionalwho have the strategic and
other skills required to build the strategy-oriehtéduman
Resource system.

il. The Human Resource policies and practices for example,
how the company recruits, selects and trains andands
employees.

iii. The Employee behavior and competencies -which the
company's strategy requires that emerge from thenam
resource system's policies and practices.

In addition, the human resource professionals shaigsign their

policies and practices so that they produce thel®yap competencies
and behaviors the company needs to achieve itegicagoals.
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MODULE 3

Unit 1 Profile of Nigerian Executives that have Moed from
Public to Private Sector and Vice Versa.

Unit Structure

1.1  Introduction
1.2  Learning Outcomes (LOS)
1.3  Meaning of Public Sector and Private Sedbdr
1.3.1 Features of Public Sector anddei\sector Employment
1.3.2 Profile of Nigerian executivelsat have moved from
public
to private Sector and vice versa
1.4 Summary
1.5 References/Further Readings/ Web Resources

@ 1.1 Introduction

This Unit focuses on profile of Nigerian Executivetio have made
impact on the economy in both private and publictae Public sector
refers to service to people in general, or all pedp a particular
country, or community. Public sectors are establisbnterprises which
provide utilities/services to the public. Any emyioent provided by the
government refers to public service.

@ 1.2  Learning Outcomes (LOSs)

By the end of this unit, you will be able to:

o differentiate between public and private sectosjand
. explain the meaning of private and public busingsse

1.3 Meaning of Public Sector and Private Sectorab

Public sector jobs are any employment opportunipesvided by the
government that include areas such as educatiorpablit safety (e.qg.
Armed Forces, Police and others); private sectbs jare provided by
businesses owned by individuals & private orgaionst (e.g.
Manufacturing/services) rather than the government.
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1.3.1 Features of Public Sector and Private Sect&mployment

. While public sector jobs strive to benefit the sbgi private
sector jobs focus oproviding valuable goods or services for the
purpose of making profit.

o Public sector jobs often offer greater job secustyd better
benefits on the average. Public sector employess ahjoy
greater job security due to the nature and negassiheir jobs.

o While the compensation ceiling is higher in thevate sector
there is less stability and job security in thistee Private sector
jobs pay more on average compared to public sejctos.
According to Dennis Cauchon of "USA Today," in 20@8tal
compensation for state and local workers was $3ar26our ---
$11.90 more than in private business.

. Public sector jobs are more concerned with longytegoals,
while private sector jobs must focus on short-tgoals to ensure
profitability because they do not enjoy consistgovernment
funding and policies.

. Public sector jobs have strict employment requirgisieompared
to private sector jobs; all government employee®dn&n
unblemished criminal record and a clean employrhéestory.

1.3.2 Profile of Nigerian Executives in Public andPrivate
Sector

Prof. Chukwuma C. Soludo, CFR

Professor Chukwuma C. Soludo was born on 28th 19§00, and hails
from Isuofia, Aguata Local Government Area of AnamiState. After
his secondary school education, he proceeded toUthigersity of
Nigeria, Nsukka, where he graduated with a firassl degree in
Economics. He also undertook his post-graduatedmutbrate degrees
in Economics from the same University winning orthboccasions, the
prize for the best graduating student.

Professor Soludo had cumulative four years of plostoral training in
some of the world's most prestigious institutiomscluding: The
Brooking’s Institution, Washington, DC; University Cambridge, UK,
as Smuts Research Fellow and Fellow of the WolfSollege; the UN
Economic Commission for Africa as a Post-Doctomldw; University
of Warwick as a Visiting scholar and Visiting Ressm Scholar at
Center for African Economies, University of Oxfofdith funding by
the Rhodes committee). He also attended over andspecialized
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courses and has had extensive research, teachingpasultancy works
in different areas of economics.

He was a former governor and chairman of the boadirectors of the
Central Bank of Nigeria. He was appointed as thekisegovernor on 29
May 2004. Soludo is a member of the Britidbepartment for
International Developmest International Advisory Group as well as a
member of President Buhas Presidential Economic Advisory
Committee.

In February 2021, Soludo officially declared higeimtion to run for the
position of Governor of Anambra State under thenlearof APGA.

On 9 November 2021, tHedependent National Electoral Commission
announced Soludo as the winner of tl2§21 Anambra State
gubernatorial electiorand governor-elect of Anambra State. He was
issued a certificate of return on 13 November 2@1.17 March 2022,
Soludo was sworn in as the fifth Governor of AnamBtate.

Public and Private Sector Profile

He has worked at the World Bank both as a short land-term
consultant since 1993 and also at the United Nati@tonomic
Commission for Africa, Addis Ababa. He was a cotesul to
UNCTAD; European Union (EU); Organization for Ecomo
Cooperation and Development (OECD); United NatighiN) New
York; United States Agency for International Deveizent (USAID);
African Development Bank (ADB); Common Market foadtern and
Southern Africa (COMESA); African Union (AU); Inteational
Development Research Council (IDRC) Canada; Coufwil the
Development of Social Science Research in Afric@DESRIA);
Economic Community of West African States (ECOWA&jnong
others. Professor Soludo has served as Senior iBathn
Advisor/Consultant as well as a Visiting Scholathet IMF since 1994,
and also taught IMF's Financial Programming andiciotourse to
senior staff of Central Banks in West Africa anchest developing
regions. He has served as: Member, Technical Caewsithat drafted
economic and trade policies for the Federal Govemtrof Nigeria; and
Executive Director of the African Institute for Algd Economics
(AIAE). Professor Soludo joined the Federal Govezntrof Nigeria in
July 2003 as the Economic Adviser to President @hasand the Chief
Executive of the National Planning Commission (NPC)

Among other accomplishments during the 10 monthsffice, he was
the Chairman/Coordinator of the team that draftegeNa's economic
and social reform program (2003-2007), the Natiofadonomic
Empowerment and Development Strategy (NEEDS), ésul@oneered
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the collaborative planning framework in the Nigarigederation by
initiating and assisting state governments in desg their State
Economic Empowerment and Development Strategy (S5SED

As Governor of the Central Bank of Nigeria sinceyiMa004, Prof.
Soludo has refocused the Central Bank as an eféeatmonetary
authority and successfully implemented a fundaniergatructuring
which has led to unprecedented consolidation ofNigerian banking
system.

On account of this, the Nigerian banking system bheen rated the
fastest growing in Africa and one of the fastesigng in the world. He
has also championed the establishment of the Afrisiaance

Corporation (AFC), a continental, private —sectoiveh, investment
bank. He is promoting the Financial System Stra2@®0 (FSS 2020),
the blue-print to grow Nigeria's financial system lhecome Africa's
financial hub and to drive the Nigerian economyittie global league
of top 20 economies by 2020. For his achieveméhtsfessor Soludo is
the recipient of scores of awards and recognitifvam civil society

organizations; NGOs; private sector organizatioabgious groups; the
Press; professional associations; student unionsjersities; among
others. The Financial Times of London has descrited as Its Great
Reformer'. He is the winner of the 'Global and édn Central Bank
Governor of the Year, in 2005, 2006 and 2007 bfecéht international
media institutions including The Banker Magazineblmhed by the
Financial Times of London.

He is a Member of the International Advisory Grdapthe UK-DFID,;
a member of the Chief Economist Advisory Councitled World Bank
and the International Advisory Group of the UK Depeent for
International Development (DFID). He is also a memd the Initiative
for Policy Dialogue (IPD), a global network of maitgan 200 leading
economists, political scientists, and practition&wshelp developing
countries explore policy alternatives, and enabledew civic
participation in economic policymaking. He holdgBiiia’'s third highest
national honor of Commander of the Order of the éfald Republic
(CFR). He is a Fellow of the Chartered InstituteBainkers of Nigeria
(CIBN); Fellow of the Nigerian Economic Society (8and has been
awarded D.SC (Honoris Causa) by the University a&@ar and also by
the Federal University of Agriculture, Makurdi. He currently the
Executive Governor of Anambra state.

Chief (Dr.) J. O. Sanusi, CON

CHIEF (DR.) JOSEPH OLADELE SANUSI, (CON) was bom ®4th
September, 1938 in Ogbagi-Akoko, Ondo State, Négdre attended
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South-West London College and Kingston College etchinology,
England from 1962 to 1965 and qualified as a Chedtéccountant in
England. In 1969, he became a member of the Itestifi Chartered
Accountants of Nigeria (ICAN) and became a felloftloe Nigerian
Institute of Bankers in 1987.

Public and Private Sector Profile

Chief Sanusi worked as an Accountant in Englandvettdthe Board of
Customs and Excise in Nigeria before joining theNCi& 1966 as a
Deputy Manager. He rose to the post of a Departahddirector in

1977, after which he was appointed the first Chigecutive of the
Securities and Exchange Commission in 1978. Betvi®&® and 1984,
he was the Executive Director, Monetary and Bankogicy, CBN and

later Deputy Governor in 1988. In 1990, Chief Sanbescame the
Managing Director and Chief Executive of United Bdar Africa, one

of the three biggest banks in Nigeria, a post Hé tetil 1992, when he
was moved to First Bank of Nigeria, the oldest baniigeria in the

same capacity. Chief Sanusi retired from First Bahkligeria in 1998,

and in May, 1999, he was brought out of retiremreerd appointed the
Governor of the CBN

Chief Sanusi has rich and versed experience irfitlaecial sector. He
had held various appointments and under differgregg of assignments,
including chairmanship of financial services firmdamembership of
various technical committees and panels. He hasipated in several
training attachments, workshops and seminars irefiigand abroad,
including Harvard University, Federal Reserve BahiNew York, US
Securities and Exchange Commission, and Bank ofa&dgamongst
others. He was awarded Banker Extra Ordinary byUheversity of
Ibadan, Man of Achievement by the Corporate Pressi&s Ltd., and
Doctor of Science - Honoris Causa by the Federaivéisities of
Technology, Akure and Yola.

Pascal Dozie: Public and Private Sector Profile

He is helmsman at the then Diamond Bank and sisdacorporation
in 1991, Dozie has plotted Diamond Bank's forturessh that today, it
has become a banking institution which is well posed for sustained
growth. He has brought to bear on the fortune @hiind Bank decades
of experience and exposure at the highest leveigéria‘’s corporate
terrain.

In its years of operation, the then Diamond Bank siarprised not a few
with the quality of its products and services.flt§ range of personal
and business financial services; are eloguentntesties to the quality
and commitment of its core management staff.
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It established three branches in its first yeaspite the harsh economic
situation. Not wanting to be confined to run-of-mél products and
services offered by most other banks, Diamond Bamder Dozie has
gone a step ahead to package such products andesetivat are highly
personalized. Worthy of particular mention is thearBond Integrated
Banking Services, DIBS.

This trailblazer in total-package banking is stawed for increased
customer satisfaction and has no doubt endearetiddid Bank to the
public. Dozie has ensured that Diamond Bank coesnio grow from

strength to strength. Perhaps, there can be nerliestimony to Dozie's
honor in Nigeria‘'s corporate ladder than his thrgear tenure as the
president of the Nigeria Stock Exchange, NSE, wiotied in 1995. He
has also steered the NSE into a veritable instrani@n economic

growth. His performance as boss of the NSE furtb@nfirmed his

ability in management as well as his visionary Iskiin steering

institutions to respond to the trends of econommid political realities.

He was also the chairman of the highly respectegefian Economic
Summit Group which strives to advise governmenttiom economic

direction to take.

He believes that the way forward for the economipiachieve macro-
economic stability. It is a prerequisite for susédile economic growth.
It also creates a hospitable climate for privategiment, both foreign
and local.

Gaius-Obaseki: The Oil Czar

Public and Private Sector Profile

On his deceptively frail shoulders rest the heramléask of managing
the nation ‘s oil resources.

Before the mantle of leadership fell on him, he waddivisional
managing director of one of the strategic subsiesanf NNPC, the
Nigerian Gas Company, (NGC). It is the exemplanydma with which
he ran the NGC since 1994 that he is bringing @ lire administering
the NNPC.

Coupled with the cognate experience garnered asupGi@eneral
Manager of NNPC's crude oil marketing division, ajor funnel for the
nation ‘s revenue.

Barely one year after he became the chief execwiiidigeria’s most
strategic parastatal, Obaseki ensured a firmemnigr and result-
oriented corporation. The NNPC now comprises aa@ate head office
with three broad functional divisions and twelvésidiary companies.
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Such a structure is designed to properly positie dorporation to be
able to compete effectively in the internationakibess environment.
Notable among the subsidiary companies over whibhaséki presides
are the Nigerian Petroleum Development Companygghated Data
Services Company, Warri, Kaduna and Port Harcowgfinihg and
Petroleum Companies, Nigerian LNG Company and mhat&wnal
Trading Company, ITCO.

To effectively integrate the corporation‘’s operaioand those of the
subsidiaries, Obaseki has put in place a comprérens
telecommunications system comprising a digital cemitation system
made up of optical fiber cable and microwave radiso, efforts are
underway by the group to actualize Obaseki's mabjective of
ushering in a multi-product of NNPC as the hen thgd the golden egg.
Obaseki affirms his resolve to help transform tbenemy for the better.
And if his antecedent is anything to go by, thewiit soon be hot for
NNPC and indeed the nation.

(Late)Alhaji Abdulkadir Ahmed

Late Abdulkadir Ahmed was born on the 31st OctoldE®40 in
Jama'‘are, Bauchi State. He had his early educatiodama‘are and
Bauchi before proceeding to Barewa College Zarib9sb.

He graduated from South West London College in 1&8f& a stint at
the Nigeria College, (University of Ife) in 1961.

Public and Private Sector Profile

He joined the service of the New Nigerian Developtm€ompany
(NNDC), in January, 1960 and worked in various c#pes within the
group‘s many subsidiaries and associate companies.

He later served his state, Bauchi state as thé @mmmissioner of
Finance from March 1976 to June, 1977 when he vgmiated a
Deputy Governor with the Central Bank of Nigeriae Was appointed
the Governor of the Bank on 27th June, 1982 anuledeton 30th
September, 1993. Alhaji Ahmed was a fellow of thestitute of
Chartered and Certified Accountants (FCCA) and thstitute of
Chartered Accountants (FAC)

Bunmi Oni: The Cadbury Magic Man

Public and Private Sector Profile

Winners, they say, never quit and quitters never. 8uch is the likes of
Bunmi Oni,the themmanaging director of Cadbury Nigeria PLC, whose
latest trade trick is the recent positioning of Ray's flagship, Bourn-
vita which has paid off handsomely. Evidently, therceptive and
methodic Oni has remained loyal and hardworking eugce he joined
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Cadbury as a products development manager in 19hfough
perseverance, determination and good fortune, Behhd the privilege
of being in high, responsible position and proveat he is always very
comfortable with challenges anytime and anywhere.

He was the factory employment manager from wherebbeame
Cadbury's personnel director, from where he moved ta being
planning director and sales and marketing direetodifferent times.
Apparently, each designation then meant new setshaflenges and
high expectations.

Bunmi Oni led Cadbury to a greater height desplie difficult
economic environment. Cadbury PLC is ever steadityving on to
higher grounds with so much confidence that whieme other
companies are worrying over how to survive. Cadlisipusy projecting
what is to be done in the next six months and evenyear ahead. The
operating units in the last five years show thatre¢his always an
improvement over the previous year's performandas Ts, however,
not unexpected given the far-sighted managerialrcgmh and pro-
active nature of members of staff under the vieladership of Bunmi
Oni.

Cadbury has remained one organization with produtist are
household names. The art of creating and managiagdbnames has
remained one which Cadbury PLC has succeeded feqgbieqg. The ever
consistent quality of products and ability to idBnand satisfy the
needs of their varying target audience has ensotestomer brand
loyalty.

The art of effectively creating and the managenuénts brands is one
that is rather difficult to most companies, but Bay has over the years
succeeded in making this seemingly difficult tas&K very much like a

child's play. The secret of this success lies ia #ppreciation of the
market place and making the consumer the centee ikits operations.
This approach has continued to be of immense leelfhé company

because they have through it kept producing bramaishave identity,

character and with more irresistible customer abpea

Ever forward looking helmsman that Bunmi Oni is,Ha&s identified the
way forward to greater heights for his team of eaad professionals in
Cadbury as being based on two considerations.

The first is ensuring an increase in the local eotg of its products
while the second is seeking for avenues to eamignrexchange.
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With these two considerations being strictly adbei® Cadbury has
continued to remain a timeless company of yesterdaglay and
tomorrow.

Okoya-Thomas: Man of Many Parts

Public and Private Sector Profile

Ample in size and ample in achievement is a mild/ w& describing

Chief Molade Okoya-Thomas. Since December 1959 wieenoined

CFAO as an accountant, Molade Okoya-Thomas has hekind of

ambassador for French companies in Nigeria. Todpsyt from being
the chairman of the company, which is a major Hneocenglomerate,
Okoya-Thomas is equally the chairman of six Frerethted companies,
including Trans-cap Nigeria Limited, Studio Presgd\ia Ltd. and Cica
Nigeria Ltd. He is also on the board of five oyemamely, Nigerian
Motors Industries, Nigeria-French Insurance Compa@gmmercial

Bank (Credit Lynnoais); M'Billa Farm and Franco-Mma Insurance
Limited. Okoya-Thomas has also played prominenesah French-
Nigeria associations. Between 1989 and 1992, heaowasman of the
Franco Nigeria Chamber of Commerce. For 18 yeave, e has been
the president of Alliance Francaise, Lagos.

Okoya-Thomas relationship with the French startétl tis father who
was CFAQ's first Nigerian staff in 1902 when it cano Nigeria. As a
result of hard work and diligence, Okoya-Thomas, haday, warmed
himself into the hearts of the French. He has bkenored with
Chevalier De La Legion D‘Honneur, the highest nagichonor given by
France. For Nigeria, Okoya-Thomas has also beemréhycorporate
ambassador. He has served as member, Lagos Statdopment and
Property Corporation; chairman, National Sportsstifund; chairman,
3rd All Africa Games Appeal Fund Committee and oman, National
Sports Development Appeal Fund. In all these assagts, Okoya-
Thomas performed creditably. He has been honordéd thve national
honor of Member of the Federal Republic, MFR anefthincy titles of
Asoju Oba of Lagos; Babasuwa of ljebu-Remo and {Ddof Ife. His

office at CFAO is full of several awards won by him

One of his attributes is humility. In spite of mealth, he maintains a
low profile. He also insists that he is not a nmoan. Whatever | have is
for all of us - to better the lot of people. Thigngiple informs his
philanthropy.

What is the secret of Okoya-Thomas’ success? Hibutd it to level-
headedness, diligence, honesty, physical and maietahess, hard work
and contentment. He advises people to always plkain businesses and
know their priorities.
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Born June 8, 1935, Okoya-Thomas attended Baptisid&my, Lagos
Belham and Tooting College of Commerce, London &waumbia
University, New York. He is associate member of thstitute of
Company and Commercial Accountants; Fellow of thetilute of
Directors, Associate of the National AccountantdNajeria and Fellow
of the Nigerian Institute of Management, NIM.

N\

Yo/

1.4 Summary

Public sector jobs strive to benefit the societytive provision of
valuable goods while private sector jobs are paiiénted. The profile
of Nigerian executives that have impacted in pubhc private sector
described articles of their life achievement andrahter in both sector.
It explains their impact on National development.

This unit has provided a good summary of Nigeriatedttives that
have made impression in both public and privatéose®f the Nigerian
economy. Students will also find it informative andeful especially

when they are taking stock of Nigerians who havatriouted positively
to the growth and development of the country.

0
—— 1.5 References/ Further Readings / Web Resources
Selecting Between Government and Private Indusiog J
Benefits Widen Public, Private Workers' Pay Gap
OnlineNigeria.Com®© 1998 - 2013 Privacy policy

Central Bank Annual Report on 50th Anniversary.
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LI:: 1.6 Possible Answers to Self-Assessment Exerci$e(s

Answers to SAEs 1

To differentiate between the public sector jobs pndate sector jobs

1. The public sector jobs strive to benefit the sogigthile private
sector jobs focus on providing valuable goods ovises for the
purpose of making profit.

2. Public sector jobs often offer greater job secustyd better
benefits on the average. Public sector employess ahjoy
greater job security due to the nature and negessiheir jobs.

3. While the compensation ceiling is higher in thevate sector
there is less stability and job security in thistee Private sector
jobs pay more on average compared to public sejctos.
According to Dennis Cauchon of "USA Today," in 20@8tal
compensation for state and local workers was $3arR6our ---
$11.90 more than in private business.

4. Public sector jobs are more concerned with longrteoals,
while private sector jobs must focus on short-tgoals to ensure
profitability because they do not enjoy consistgovernment
funding and policies.

5. Public sector jobs have strict employment requirgimeompared

to private sector jobs; all government employee®dn&n
unblemished criminal record and a clean employrhéstory.
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Unit 2 Use of Management Consultants and Experts in
Streamlining The Operations Of Public Corporations
(Such As: Nigerian Railways, Nigerian Ports
Authority, Nigerian Airways, and the Nigerian
National Petroleum Corporation)

Unit Structure

2.1  Introduction
2.2  Learning Outcomes (LOs)
2.3  The Operations of Public Corporations
2.3.1 Brief history of Nigeria National PetroteuCorporation
(NNPC), Nigeria Airways, Nigeria Ports Authority M)
and Nigeria Railways Corporation.
2.3.2 Definitions of comparative maegnt, differences, etc.
2.3.3 Management Consulting, defimgipfunctions, duties,
advantages, disadvantages, etc.
2.4  Summary
2.5 References /Further Readings/Web Resources
2.6  Possible Answers to Self-Assessment Exercise(s)

N
@2.1 Introduction

This unit examined the use of management consslard management
contracts in streamlining the operations of thedxsy Railways, Nigeria
Ports Authority (NPA), Nigeria Airways and Nigeri&National
Petroleum Corporation (NNPC). One of the pioneeotlsts in the field
of comparative management, Geert Hofstede descaldfemmework of
management practices in different cultures on #ssbof a model.

It does not take long for any student of the Corafpae@ Management to
develop concerns about the field, since the firsbjem is en- countered
at the very first step of the study: An appropriatenambiguous
definition of Comparative Management. Although thare a number of
definitions provided by the veterans of the fieldere is no consensus
among scholars and practitioners regarding thentiemm. It was
observed and reveals that definitions provided bgdd2wyn,
Schollhammer, Negandhi and Prasad are the mostlywatzepted
definitions of the field. According to Boddewyn, @parative
Management deals with the systematic detectionntiieEtion,
classification, measurement, and interpretation sohilarities and
differences among managerial actors, processesfstes and functions
as found in various nations (Boddewyn, 1969). Hidated definition in
1970 emphasized cross-cultural aspect of simiariand differences.
Scholl hammer, defined the field as being concemiédthe systematic
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detection, identification, explanation, evaluatiofh uniformities and

differences of managerial phenomena in differenintdes or regions.

He explains the objective of this effort as beimg form basis for

predictions regarding the degree of managerial ce¥feness and
productive efficiency (Schollhammer 1969). Negamaid Prasad ended
up with a broader definition of the field, as bebogstudy management
phenomena on a comparative basis, its role beindetect, identify,

classify, measure and interpret the similaritied aifferences among
the phenomena compared (Neghandi and Prasad, 1971).

Although all of the definitions refer to concept mlanagement and a
comparative element, they do not explicitly andrabeuously describe
the content of the discipline, the appropriate ding blocks for
theoretical development and what should be resedrch

@ 2.2  Learning Outcomes (LOS)

By the end of this unit, you will be able to:

. define and explain the concept of comparative memmeant;

. discuss the use of management consultants in dingagnthe
operations of the Nigeria Railways, Nigeria Portsithfority
(NPA), Nigeria Airways and Nigeria National Petuote
Corporation (NNPC).

. list, examine and describe the functions and dutgds
comparative consultants;
. discuss the advantages and disadvantages of ihtermsultant.

The Operations of Public Corporations

2.3.1 Brief history of Nigeria National Petroleum Corporation
(NNPC), Nigeria Airways, Nigeria Ports Authority (NPA) and
Nigeria Railways Corporation.

Brief History of Nigeria National Petroleum Corporation (NNPC)

NNPC was established on April 1, 1977 as a merd@dhe Nigerian
National Oil Corporation and the Federal MinistfyMines and Steel.
NNPC by law manages the joint venture between tlgeridn federal
government and a number of foreign multinationapooations, which
include Royal Dutch Shell, Agip, ExxonMobil, Chemoand Texaco
(now merged with Chevron). Through collaborationthwithese
companies, the Nigerian government conducts peinolexploration
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and production. In 2007, the head of the Nigeriamgvof Transparency
International said salaries for NNPC workers were low to prevent
graft.

The NNPC Towers in Abuja is the headquarters of BN€onsisting of
four identical towers, the complex is located orrbéet Macaulay Way,
Central Business District Abuja. NNPC also has tofffeces in Lagos,
Kaduna, Port Harcourt and Warri. It has an inteomat office located
in London, United Kingdom

NNPC Organizational Structure

The NNPC Group comprises the NNPC Board, the Gidamaging
Director's office, Six Directorates as listed belo&ach of the
Directorates is headed by a Group Executive Dire¢teED). Its
Divisions are headed by Group General Managers (H@hile its
subsidiary companies are headed by Managing DiectdNPC has
several subsidiaries, two partly owned subsidiaged 16 associated
companies.

Directorates:

Exploration and Production
Refining and Petrochemicals
Commercial and Investment
Finance and Accounts
Corporate Services

Gas and Power

Legal premise

Energy law

According to the Nigerian constitution, atlinerals, gas,and oil the
country possesses are legally the property of thgertdn federal
government. As such, the oil corporations operating Nigeria
appropriate portions of their revenue to the goveant, which accrues
nearly 60% of the revenue generated by the oilstrgiun this manner.
The revenue gained by the NNPC accounts for 76%fedkral
government revenue and 40% of the entire coun@P®. As of 2000,
oil and gas exports account for 98% of Nigerianoekparnings.

Corruption at the NNPC

KPMG Report

In December 2011, thidigerian government permitted a forensic report
conducted byXPMG to be published. The audit, commissioned by the
Ministry of Finance following concerns over thNNPC's transparency,
detailed theNNPC's sharp business practices, violation of regurlegjo
illegal deductions of funds belonging to the staied failure to account
for several billions of naira that should go to federation account.
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Auditors found that between 2007 and 2009 alone,NNPC over-
deducted funds in subsidy claims to the tune of .B2llion. It has not
been able to account for the sum ever since.

Willbros Group Inc

In May 2008,Willbros Group Inc, a US company, admitted to making
corrupt payments totaling over $6.3 million to oiffils at theNNPC and

its subsidiaryNAPIMS, in return for assistance in obtaining and
retaining contracts for work on thastern Gas Gathering System
(EGGS).

ABB Vetco Gray

In July 2004,ABB Vetco Gray, a US company, and its UK subsidiary
ABB Vetco Gray UK Ltd, admitted to paying over $illian in bribes

to officials at NNPC subsidiaryNAPIMS in exchange for obtaining
confidential bid information and favorable recommiatons from
Nigerian government agencies.

History of Nigeria Airways Limited

Nigeria Airways Ltd., more commonly known ddigeria Airways is a
defunctNigerian airline. The company was founded in 1958 after the
dissolution of West African Airways Corporation. It was wholly
owned by theGovernment of Nigeria, and served as the countrifag
carrier until it ceased operations in 2003. At the timeliskolution, the
company's headquarters wereAaitvays Housglocated inAbuja. The
airline’'s operations were concentrated Blurtala Muhammed
International Airport.

The airline was managed by a number of foreign comgs, including
British Airways, KLM and South African Airways. [3][4] It had its
heyday in the early 1980s, just after a KLM tearn-year-management
period; at that time its fleet comprised about Bbraft. Plagued by Dis-
management, corruption, and overstaffing, at theetof closure the
airline had debts of more th&ns$0,000,000 ($74,880,608 in 2013), a
poor safety record, and its operative fleet conggris. single aircraft
flying domestic routes as well as two leased aifrcogperating the
international network. It was succeededvingin Nigeria.

Early years

The airline came into being on 23 August 1958 urtiernaménest
African Airways Corporation Nigeria Limited (WAAC igsria),
otherwise known adligerian Airways WAACto succeed the folded
West African Airways Corporation (WAAC), the title —WAACI was
retained due to the prestige this company had puely earned.
Initially, the carrier was a tripartite entity inhweh the Nigerian
government was the major shareholder (51%), abldler Dempster
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Lines and BOAC held the balan¢82%; and 164, respectively). WAAC
Nigeria inherited the assets and liabilities of W@Ahaving a fleet
comprised byDoves, Herons,and DC-3s Operations started on 1
October 1958, with 8OAC Stratocruiser operated on behalf of the
new airline linkingLondon with Lagos. The same day, WAAC Nigeria
signed an agreement with BOAC to chafénatocruisers and Britannias
for serving long-haul flights between Nigeria ahd tUnited Kingdom.

In early 1961, Nigeria became the only owner ofdbepany. The first
air link between Nigeria and the United States \easiched in early
October 1964. CalleiOperation Fantastic", it linked Lagos with New
York and was operated by PanAm using Boeing 70d<#E+-8s, but an
agreement between both countries allowed Nigeriavdys to sell a
limited number of seats on these flights.

On 22 January 1971, the company was rebrandbligasia Airways In
late 1972, a contract for management assistancesiyasd with TWA,
with the American carrier providing specialistsdifferent managerial,
commercial, and financial fields for five years.d@rthis agreement was
officially concluded, a similar contract was signedth KLM in
September 1979, this time for a period of two years

Demise
The carrier had accumulated significant debts thatstripped its
revenues virtually from the mid-1980s.

The International Finance Corporation (IFC) was gossioned by the
Nigerian Government in 2000 to assist in the prea&srestructuring
and privatization of the airline. Among three opspone of them was to
partner with a large European airline; Air Frandajfthansa and
Swissair were all considered.

Other option was to liquidate the carrier. A fleemprising 32 aircraft
in 1984 gradually depleted to a three-strong at time. The IFC
withdrew from its advisory position in 2001 citinige unwillingness of
both the company and the government to carry oet riecessary
measures that would make the airline attractiv@dtential investors.
[28] Likewise, there were various allegations cliaign the airline's
failure was accelerated by former Nigerian rulersowooted and
mismanaged the company.

In 1997 the UK Civil Aviation Authority banned thairline from
operating into its territory citing safety concernthe Nigerian
government replied banning British Airways openasi$31][32][33]
The United Kingdom cited safety concerns again @912 when it
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refused to allow Nigeria Airways to operate the asg ondon route,
this time regarding the Boeing 747 that was ledsaa Air Djibouti to
fly the route.

The carrier ceased operations in 2003. The Nigeg@arernment later
came to an agreement with Virgin Atlantic Airways found Virgin

Nigeria Airways, intended as a replacement, yetgitoeind facilities of
the folded Nigeria Airways were eventually takereply Arik Air.

Corporate affairs

Nigeria Airways had its headquartersfatways Housean Abuja at the
time of dissolution. It had been moved from Murtdléuhammed
Airport between 1999 and 2000. The airline logo ststed of the
Nigerian flag with a green elephant nan&d/powein its center.

Destinations

Nigeria Airways destinations At the time of clostine Nigeria Airways
network consisted of four domestic destinationsnelg Abuja, Kano,
Lagos and Port Harcourt; likewise, the internatioretwork comprised
Abidjan, Dubai, Jeddah, London and New York.

Nigeria Airways became Airbus' 40th customer in IL98hen it placed
an order for four Airbus A310- 200s; these aircnaéire incorporated
into the fleet in late 1984 and early 1985. Alsd 881, four new Boeing
737-200s were ordered to replace leased aircrathefsame type in a
deal worth US$65,000,000 ($164,141,654 in 2013y tvere delivered
in February 1983.

In 1982, a Boeing 747 was leased from Scanair; dheraft was
deployed on services to the United Kingdom, pemgtthe DC-10s to
be used on new routes Erankfurt Paris and Zurich. Following an
accident occurred in November 1983 that involveBo&iker F28, the
carrier decided to withdraw from service its F2d &28 fleet. The fleet
was 22-strong in March 1985, comprised by two DE306, four
Airbus A310s, three Boeing 707-320Cs, two Boeing/-2R0s, ten
Boeing 737-200s, and one Boeing 737-200C; two Bpeéi7-200s
were on order.

The carrier operated the last DC-10 ever built,leese fromWorld

Airways.

Brief History of Nigeria Railway Corporation

Nigerian Railway Corporation (commonly abbreviated &RC) is the
government body operating railways Migeria NRC went more than
once into bankruptcy during the last 20 years. Lacknaintenance on
infrastructure and rolling stock and a high numbé&remployees the
railway produced huge deficits, not taken overhmy state. In 2005 after
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several re-organizations of the system passengesport was reduced
to four departures weekly from Lagos of which twenwto Kano, one
to Jos and one to Maiduguri; from Port Harcourtrfoains every week
ran to Kano (two weekly), one weekly to Jos and tonlaiduguri.

News from Nigeria indicates that the current (20§6yernment wants
to rebuild more or less the entire existing 1,06% (3 ft 6 in) network
to standard gauge.

Status in 2008

According to the critique by Mazi Jetson Nwakwotirag managing
director of the NRC the rail system is sufferingnfr the lack of political
will by the nation's politicians. While the NRC hadnployed about
45,000 people between 1954 and 1975, current emm@ol is only
6,516. He pointed out that no new wagons had beeaght since 1993,
and some wagons date back to 1948. Track conditioih trains to a
speed of 35 km/h. Nigerian Railway Corporation aepes a network of
3,505 kilometers (2,178 mi) of single track linae#§,have 1,067 mm (3
ft 6 in) gauge. The network comprises the followiings:

O Lagos - Agege - Ifaw - Ibadan - llorin - Minna a#una - Zaria -
Kano, 1,126 kilometers (700 mi)

Ifaw - llaro, 20 kilometers (12 mi)

Minna - Baro, 155 kilometers (96 mi)

Zaria - Kaura Namoda, 245 kilometers (152 mi)

Kano - Nguru

Kaduna - Kafanchan - Kuru - Bauchi - Maidugurip88lometers
(550 mi)

Kuru - Jos, 55 kilometers (34 mi)

Kafanchan - Makurdi - Enugu - Port Harcourt, 73lbrketers
(458 mi)

(I o N B A B

OO

There are a few extensions of the 1,067 mm (3ift)@auge network
planned, but none of these have ever materializeck s1980, from
Gusau on the branch to Kaura Namoda to Sokoto k2émeters (134
mi), from Kano to Katsina, 175 kilometers (109 nahd from Lagos to
Asaba.

In the center of the country a 1,435 mm (4 #28h) gauge (standard

gauge) network is very slowly progressing, its miie extends over
217 kilometers (135 mi) from Oturkpo to the Ajackusteelwork. A
further 51.2 kilometers (31.8 mi) line of stand@auge is operational
between the Itakp mines and the Ajaokuta steelwdrkere are plans to
add more standard gauge lines to these ones: AimdkuAbuja and
Ajaokuta to the Port of Warri, together 500 kiloerst (310 mi) and
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from Port Harcourt to Makurdi over a distance oB46lometers (288
mi).

In the past a 762 mm (2 ft 6 in) gauge line operdetween Zaria and
Jos over a distance of 194 kilometers (121 mi), thig line has been
closed and lifted long ago.

All these trains offer relatively new rolling-stockonsisting of
Couchette-type sleepers, air-conditioned first slaigting coaches and
non-air conditioned economy class coaches. Traifieotn Lagos also
offer buffet cars. Between Lagos and Ifaw, a distaaf 48 kilometers
(30 mi), a local service operates on working daydehalf of the city of
Lagos. All trains are diesel locomotive operatetie Trailways owns
theoretically nearly 200 locomotives, of which up 75% are not
operational, there are also about 54 shutterspé88enger coaches and
over 4900 freight wagons, less than 50% of the ltes.@and wagons are
in serviceable conditions. At all 576 kilometer&§3mi) of main lines
are controlled by panel interlocking and token-lelesk. Rail tracks are
mainly of the 29.8 kg/m, 34.7 kg/m and 39.7 kg/mpety fixed by
Pandrol K Type fastenings on steel sleepers (¢resy

No trains have run on the Gusau branch since aérabllapsed in
Tsafe in 2002.[1] In February 2011, it was annodnitet construction
was about to start on the Abuja - Kaduna railway.

Brief History of Nigeria Ports Authority (NPA)

The history of sea port development in Nigeria ddiack to the mid-
19th century, following the adventures of early lexgrs on the West
African Coast and the international trade whiclultesl. Initial efforts

consisted of opening up the entrance to the Lagagodn and the
provision of facilities for ocean- going vesselse tmainstreamer SS
Akoko, entered the new Lagos Harbor. Two montherlgte Customs
Wharf on Lagos Island was opened and not long &fpapa and Port-
Harcourt were added to the network of ports. Thabdishment of the
Nigerian Ports Authority, NPA for short, in 1954yohght a new

impetus in the development of Nigerian sea portse Brganization

made remarkable progress and in line with the gouwent’s efforts to

improve the services and revenue yielding the piatisn of the

organization, the activities of Nigerian Ports we@mmercialized in

1992 under the name, "Nigerian

Ports PLC". However, considering the fact that doenpany is still

wholly owned by the government, it reverted to itmer name,

Nigerian Ports Authority in October 1996.

This reversion is however, not in conflict with corarcialization efforts
and the commitment to improved services. Nigeriamts® Authority
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today operates under the supervision of the Fedbtalistry of
Transport with the responsibility of providing sgecports and harbor
services for the country's maritime industry.

The Nigerian Ports Authority (NPA) is a federal government agency
that governs and operates the ports of Nigeria. TWegor ports
controlled by the NPA include: the Lagos Port Coempand Tin Can
Island Port in Lagos; Calabar Port, Delta Port, eRdvPort at Port
Harcourt, and Onne Port. Operations of the NPA agied out in
affiliation with the Ministry of Transport and thiigerian Shippers'
Council. The main offices of the Nigerian Ports Rarity are located in
Lagos. However, with the concessional program oé tlederal
government, which is aimed at promoting efficietttyough, public and
private partnership, the Nigerian Ports, has siR@05, been
concessional. This landlord arrangement as thelyicdlas fostered
better relationship and high turn-out of goods s@dices in and around
the Nigerian Port system either in the Easterrheraver-busy Western
zone.

2.3.2 Definitions of comparative management, diffences, etc.

The definition of Comparative management analykesitent to which
management principles are applicable from one cgut@ another.
Since the leader in the development of managementiples is the
United States, comparative management seeks tornde& the
applicability of American know-how to foreign loesl Although the
concept of comparative management evolved in the $&xties, it
continues to be the subject of considerable deldtas, the Need to
Consider Cross Cultural Differences in comparathanagement arises.

These differences show themselves in all sortsfterohg ways but it is
worth outlining some key aspects in which cultutalersity has been
shown to impact on organizational management appesawhich are
central to the process of managing business (fracgetts R& Luthans
R, 1997).

. Centralized vs. Decentralized decision making
There is variation across national culture in tikeeet to which
important organizational decisions are made byosenianagers,
or whether decisions are made down the line witthaaty
devolved.

. Safety vs. risk.

In some cultures, managers have a very low toleraot
uncertainty and manage in ways to control this.
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In others, there is a much greater tolerance okmdaimty and
much greater risk-taking.

. Individual vs. group rewards.
In some cultures, there is emphasis on rewardirdjviciual
achievement. In other cultures the emphasis iseararding the
group collectively.

. Informal vs. formal procedures.
In some cultures, there is considerable use of rimdb
procedures. In others, formal procedures are vepprtant.

. High vs. low organizational loyalty.
In some cultures, people identify less with theigamization or
employer and more with their occupational grouprafession.

. Co-operation vs. competition.
Some cultures emphasize co-operation in the orgtair, others
foster competition.

Why Study Comparative Management?

Before one can delve on the above-stated queskat's, start with

answering another question about comparative manage Isn‘t

management knowledge gained earlier sufficient &r effective

manager to handle management problems in a foftaightoo? In order
to answer this question, let's recall one of thstfiectures delivered
during our management studies at the universityarlye every

management student is reminded that managemeiwot ia subject like
physics, chemistry or mathematics, where procedaneslaws would

remain the same all over the globe. It is inteigigrary in nature and
several fields of humanities and social sciencéschit; for instance,

languages, sociology, anthropology, religious ssdipsychology,
economics, and so on. And all these influences nm&ragement of
one country different from another. Therefore, dampany is to run its
business operations smoothly and successfullypitldvhave to prepare
its managers to study comparative management podpared to take on
the challenges in foreign environment. Other adaged of studying
comparative management are appended as under:-

. By gaining knowledge about how same managemaeuttlgms
are solved in different cultures differently, mnoétionals get
ideas about innovative methods of problem solviAg. this
increases the knowledge base of management. (Tamdy
Franklin, 1982)
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. By knowing the way foreign managers run theirasrigations or
do their jobs promotes trade and cooperation amaitign states.

. Awareness of potential conflict between the mutioreal
company and the host country makes for a mutuadiyeficial
relationship. (Newman, 1979)

One of the pioneer theorists in the field of conapae
management, Geert Hofstede describes a framework of
management practices in different cultures on thsishof a
model, which uses five independent dimensions kksie:-

. Power Distance: It refers to the degree of inéyuamong
people in a country, which the vast majority of pleoconsider as
nearly equal. One can say that all societies aegual; but some
are more unequal than others.

. Individualism vs. Collectivism: It is the degreg which people
in a country prefer to act as individuals ratherntlas a member
of some group.

. Masculinity vs. Femininity: Masculinity as a cangt refers here
to the degree, a person values assertivenessymparioe, success
and competition. On the other end of the continutimere is
feminine side of management dimension, which fughthe
values of quality of life, warm relationships, seey care for the
weak, etc.

. Uncertainty Avoidance: It may be defined as tegrde to which
people prefer structured over unstructured sitnatio

. Long-term versus Short-term Orientation: On thiegkterm side,
values like thrift, persistence and outlook for uiet are
important; while on the short-term basis; valuée Irespect for
tradition, fulfillment of social obligations are
noteworthy.(Hofstede, 1993). Hofstede's model omparative
management provides valuable clues about the thealre
framework as well as empirical evidence about comipee
management in different cultures. (For detail, péeasstudy”
Cultural Constraints in Management Theories” by 1Gee
Hofstede, 1993).

Differences in management practices in different amtries

What is the Significance of Comparative Managenfena Manager?
From the preceding discussion, we can infer thatagament practices
in different countries tend to be different dueditierences in beliefs,
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values, attitudes, behavior patterns and habitseréltare different
languages, social customs and taboos, religiougiciions, etc. Further,
different societies operate at different levelsemhnological usage. All
these influences on comparative management caarbeed up in one
single construct, i.e., culture.

Culture

Thus, culture of a people affects business operaiio numerous ways.
Theoretically, it may be defined as the uniquestijte of a given human
society: a distinctive way of thinking, perceivirfgelings, believing and
behaving as passed on from one generation to an¢ffeepstral978). It
becomes obvious that cultural system has a unityclwas a result of
synergistic interaction among its parts, bears magier value than the
sum total of its parts. In order to understand famgign culture and do
business there, one would have to know not onlstituent parts of its
culture, but also how the whole cultural systerpus together; how its
parts are interrelated and how they affect the atpers of an

international organization. In the following paraghs, we shall briefly
discuss each component of culture with its sigaifice in comparative
management.

Language

Language is perhaps the most obvious distinctiawdsen countries, the
one that a foreign manager or visitor comes acitoss/ery moment he
or she lands in an alien place. According to ortenase, there are at
least 3,000 different languages in the world. Thiusnguage is cultural
distinction, it implies that there are at least0B,Ccultures around the
world. In order to deal with the problems arisingt of language and
cultural barriers, the multinational corporationgewdifferent methods,
which include interpreters, appointing local marrages far as possible,
language training programs for those selected eese a foreign land
and hiring bilingual or even multi-lingual managers

Religion

While the western societies might have divorcedntbelves from the
pervasive influence of religious factors; it is yethappen everywhere,
especially in the developing countries. In Musliotigties, for instance,
most of the people believe that Islam is not meaetgligion; it is rather
a way of life, governing all aspects of individued well as collective
lives of the citizens. Therefore, foreign managgperating in Muslim
societies must be mindful of religious sensibiitend intense emotions
tied with Allah, Prophet Muhammad (Sallallaho Algh@/assalam),
companions of the Prophet (PBUH) and even the sages
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Values and Attitudes

A society's inner motivations and values largelyedmine its actions or
inactions and ultimately its level of developmert. community's
attitudes toward work can be a more decisive detemt for rising
productivity in Indian agriculture than materiasoeirces, for that matter
even technology. (Nair, 1962)

Thus, values and attitudes of people of a counteyadten reflected in
their behaviors at home, at workplaces and in mssindealings. For
instance, one of the values of a traditional sydige Pakistan is their
tendency to consider time as a circle, which suiggespetition and
another chance to pass through the same way: dfytdlost or wasted,
there must be no concern, for it will return tonoavr Foreign managers
ought to be mindful of such values and attitude®rder to be well
prepared for such apparently irrational ways.

Social Organization

Social organization represents the forms and nattismcial groupings

that are formed to meet the objectives of social parsonal values.
Companies engaged in business abroad are facedwatmajor tasks.

The first is to observe and organize knowledge abouns and forms

of social organizations relevant to internationakibhess. Entrants to
new cultures should seek to understand the indalgdand groups in
their environment, family relationships, friendshiglass/economic and
social status, shopping patterns, government atiicgpetc.

The second task is a sort of recurring dilemma: Howl how much

should the foreign firm, refuse to conform to lonarms, and introduce
new ways of managing an organization and doingiessi

Education

The most obvious international difference in theldfiof education is
that of greater or lesser formal education attammm@/hile most of the
developed nations boost of universal literacy argh lpercentage of
population attaining professional, vocational anighbr education;
many developing countries still lag behind on botlunts. The most
direct connection between education and multinatiotorporations
would be in the realm of training local workers adeéveloping
managers. Other areas, where the multinationalocations would feel
the impact of the local education system, are dchueg, management
control systems and marketing programs.

Technology and Material Culture

Technology refers to the systematic application ariization of
scientific or other organized knowledge to pradti@esks. (Galbraith,
1969) Our major objective here is to gain an undeding of the role of
technology in culture that can be used in poliayrfolation and decision
making on a multinational basis. Only by gaininta@ comprehension
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of the wide diversity in technology and materialtete around the
world, can one fully grasp the environment in whithernational
business must operate. Technology and materialureulare also
important to comparative management in differenysyéor example, in
determining plant and production organization ipaaticular country,
and in distributing and promoting products. Simylardemand for
several goods, particularly the industrial onesyrba dependent on
overall acceptance level of technology in a society

Political Environment

Multinationals are widely considered as transnaiactor in the world

politics. Most of the developing countries havefetént socio-cultural

and political orientation than the developed caestrand certainly with

a different set of political and economic probleniherefore, these
factors must be taken into account by the multometi corporations. If

one assumes that the system of nation-states egypsethe established
international order, then the multinational firmcertainly a disruptive

actor. Given its flexibility, integrative abilityra far-reaching network
of operations and political clout, it cannot buiphposing a threat to
sovereignty and independence of nation-states. ahusderstanding as
well as respect of the political milieu is essehnifiamne wishes to run

international business operations successfully

Legal Framework

Every manager is aware of the ubiquitous conssafntaw on business
operations. International business faces even rargaze of such
constraints because of the legal systems of eacst kountry.

International firms depend on local counsel for Wiezlge and advice
on the local laws concerning their management dipei As it is said
that ignorance of law is no excuse; therefore, rgarsaoperating in
foreign lands would have to devise their own systerface and abide
by the local as well as international laws. Suchuaderstanding and
arrangement would certainly help them to manage thesinesses in a
smooth as well as lawful manner.

Self-Assessment Exercise 1

Mention and explain three examples why managemeacttipes of
different countries tends to be different

A Review of the Theoretical Evolution of Comparative Management
The definition is incomplete and vague having dedirthe field, is
followed by the question why we should study comapae
management. The reasons frequently cited are ggpinterdependence
in the world economies; an inescapable need forpemative approach
in assessment; the development of an appreciafi@ultural diversity
and creating sensitivity toward other cultures; evithg knowledge base
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and helping individuals to appreciate his or hdtuca and environment
(Adler, 1986). In short, growing need for knowledge and methods to
make managers more effective in cross border dpamt

Therefore, the ultimate objective of the researclthe field must be to
satisfy this need. A theoretical framework leastshfacilitate research
for the afore-mentioned purpose. Thus, providinghoes and tools for
more effective managerial practices must be addethé dimensions
listed in the definitions of the field, namely iddication, classification,
measurement and interpretation of the similargéied differences across
nations or cultures.

Differing definitions naturally led to different pmpaches in theory
construction in the field. The following part rewie these different
approaches.

1. The Socio-Economic Approach(The Economic Development
Approach) According to Harbison and Myers each rganeent
System is comprised of three components: econogsources,
systems of authority and class or elite (Harbisod &yers,
1959), and managerial efficiency was depicted dsnation of
these three factors and defined as a crucial in-ppaying a
significant role in achieving rapid growth and isthal
development. This approach has basically a madentation -
few macro variables can be compared within thim&aork, but
it essentially ignores the micro-variables regagdirthe
managerial behavior and intra-firm differences.idt usually
criticized of being able to identify only part aflevant variables.
Size and complexity of organizations, technologwrket size
and complexity, stage and rate of economic growth,
countervailing powers, social structures and caltwalues are
the variables identified by this model for compampurposes.

2. The Ecological Approach:The ecological approach is the first
and still well-known considered as an extensminsocio-
economic approach and primarily interested in thenagerial
contribution to the economic development.

According to Farmer and Richman economic developmesults
from the economic efficiency of firms which is anfiion of
managerial effectiveness. They stress how the esmn@nd
managerial performance are constrained by a latgeber of
environmental factors like educational, socio-awdtu legal
political and economic and they suggest objective subjective
techniques to quantify these critical factors. Fariend Richman
framework fails to differentiate between organiaasl and
managerial effectiveness and also does not ac- ledoge the

113



BUS 810 COMPARATIVE MANAGEMENT

impact of a given organization on managerial beatra\and
performance. Another significant flaw of the moethe ignored
interaction among environmental variables.

3. The Behavioral: The behavioral approach in cross cultural
management studies attempts to explain behavioadienps
between individuals and groups in organizationattirsgs.
Scholars pursuing this approach basically concttran three
different aspects: * "National Character Profileshich are
linked with certain organizational behavior varedl(Davies
1971; Narain 1967) Attitudes and perceptions ofmagers
concerning some key management concepts and edi{igarett
1970, 1969; Haire, Ghiseili and Porter 1966; Nat69
Ryterband and Barett, 1970; Thiagarajan, 1968) ev&lent
beliefs, value systems, and need hierarchies aretifins of a
given culture. By establishing relationships bemvethese
concepts and managerial practices and effectivermss can
deduce the impact of cultural variables on managémpectices
and effectiveness (Davis, 1971). Although intuityvehe linkage
between culture and attitudes, attitudes and behalehavior
and effectiveness are clear, there are significardblems
regarding these linkages at the conceptual and adetbgical
level. Most of these concepts are ill-defined andorfy
operationalized. Furthermore empirical evidence psup the
contention that management practices, behavioe#fadtiveness
are as much functions of such contextual and enwiemtal
variables as size, technology, location, marketcstire, political
conditions as they are of socio cultural varialfisghandi 1975,
Child 1981).

4. The Eclectic Empirical Approach Schollhammer (1969, 1970)
gathered a variety of unrelated empirical studiegtis approach
and did not lend itself to either model building loypotheses
testing resulting in a lack of comparability acratadies. This
approach encompasses the efforts of some resesrtthereate
models that focus on the interaction between firns their
various environments. The major contribution othpproach is
that it led an accumulation of empirical data depeld to the
date. Schollhammer concluded that there are gtregimantic
differences in the definition of comparative marmagat as a
body of knowledge and noted the inability or unllimgness of
the scholars to understand each other. He therdtmred it
necessary to integrate previous approaches anduipudhis frame
work. The logical structure of the theory consistshree steps:
describing the relevant phenomena and providingpqro
explanations, evaluating the observed phenomenaudigyg
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certain standardized objective measures, and fatngl
generalizations with predictive properties. Ecleempirical
approach can be considered as a step towards ansys&em
framework because of apparent interactions of k@aents.

5. Linkage to Other Disciplines: Organization Theory &
Contingency Theory Negandhi and Estafen (1965)
conceptualized a new model basically incorporatitige
"Management Philosophy of the Firm" (micro-varia)léo the
"environmental Factors" (macro-variables) hypotheg that
management practices are a function of both Enmemtal
factors and the Management Philosophy of the fiviodel was
augmented with a subsequent hypothesis that maahger
practices impact upon management and enterprisetiefness.
This approach emerged from an acknowledged ne@uédgrate
organizational theory and  cross-cultural compaeativ
management. Since the model does not explain tbkitedn of
managerial philosophy, it was criticized of beiog superficial,
al- though it facilitated empirical investigatioh.comprehensive
review of the theoretical, methodological and emgsplrliterature
led Negandhi to an open systems framework which
acknowledges a dynamic interaction between the nizgaon
and the element external to it. This frameworkhiaracterized by
the interdependence of all the variables whichugrice the
organizational and employee behavior. The operesystmodel
implies multiple causal relation- ships which comogle the
formulation of powerful research designs, when tikse
relationships taken into account. This methodolalgic
complication led Negandhi to propose a "Contingembgory”
perspective, which would stress the patterns odtioriships
rather than the causal linkages (Negandhi 1975 %&9)1.9

6. The Systems Approach Tung, (1986) hypothesized that
Outcome variables (economic and non- economic nmeasof
effectiveness), are a function of Organizationaim@te of a
given firm as perceived by its employees. She dsssrthe
Organizational Climate as the psychological atmesplitreated
by observable realities in the sub-system such &e, s
organizational strategy and structure, and managéish can
change the sensory input of the individuals wittiie unit, and
which, in turn, interact with the individuals' peptions, needs
and values (Personal Variables) to produce a ieguliet of
behaviors. She also postulates a one way relaijpristiween
Societal-Environmental Variables and other variabla the
model. She describes her construct as "A Systeneoryhfor
Comparative
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Management" and aims to eliminate the major linotet of
earlier models which she believes are overemphasisa
particular group of variables and failure to examithe
relationships between the variables. Although tmsdel
perceived to be a serious attempt to construct epaoative
Management Theory, it still cannot escape the hdita
problem. As in other models, operationalizatiortted multitude
of variables and their interaction (although theediion of the
relationships pre-specified in the model) constitigerious
problems. The lack of empirical work based on thisdel is a
clear evidence of this shortcoming if not the laais of scholars.

7. The Open Systems Approach: Although Tung adapted a
systems approach in her theory of building she neefi
unidirectional relationships between variables Whienders her
model at best a "Quasi-Open System Approach”. NBEBS),
pro- posed an open systems framework for comparativ
management. He depicted a dynamic, interactive cpstem
integrating macro and micro variables. He definkd macro
variables as Environmental variables and micro aldeis as
Business and Management System. His model alsoporaies
the task environment variables described by Negaauth a new
set of variables classified as "Historical Antegddé which
explicitly brings a time dimension to the model. tiNaalso
depicted a strategy regarding the implementatiothefmodel.
He suggests an idiographic (data gathering thrdeggthy and
systematic observation of a given culture or natiand
geocentric (integrating inputs from different naso gathered by
natives of each country) framework as opposed ussotal
nomothetic and ethnocentric approaches. Nath'streatss the
last serious attempt so far in developing a themakframework
for comparative management research.

8. Attempts to integrate Culture as a Variable: The role of
culture in comparative management has been ackdgeteby
numerous scholars and culture has been integratéteirelated
research as an independent variable. Ajiferuke Boddewyn
(1970) reviewed 22 studies in the field that emptbgulture as
an independent variable. Negandhi (1983) similegljewed 36
studies which integrated culture as a variable. &uboth review
efforts revealed, scholars use cultural variablss rasidual
elements without defining and operationalizing théhey also
identify culture with nation. As rightly expresséy Ajifureke
and Boddewyn (1970, pl54) culture is "one of théeens that
defy a single all- purpose definition, and there almost many
meanings of culture as people using the term."Algh\ culture
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was used as an independent variable, it has a @bsgure
identity and often used as a residual variable. &fgeation state
as a unit of analysis and identification of cultumégh nation
renders many studies to be cross-national rathan ttross-
cultural. The first serious effort to operationalizulture came
from Hofstede (1980). Hofstede defined -culture iourf
dimensions (Power Distance, Uncertainty, Avoidance,
Masculinity/Femininity, and Individuality/Collectity) and
described countries or societies in terms of theéisgensions.
Triandis (1983) introduced culture in 30 differedimensions
which is not practical for operationalizing purpss&hile some
of the re- searchers were seeking methods to incatg culture
properly, Kelly and Vorthley (1981) tried the casltculture as a
variable by separating culture from other environtakfactors.
Incorporation of culture in the comparative managetrstudies
still remains as a problem area since a properglyidgreed
upon operationalizing scheme has not yet been desélin the
field. The Concept of Structure An organizationatusture
defines how job tasks are formally divided, groupedd
coordinated. Structure shows the conscious, formndl internal
arrangement of an organization for implementingtsgies and
realizing objectives and missions. It is a pattdrmetwork or
framework of relationships among people and passticn an
organization.

2.3.3 Management Consulting
1. History of Management Consulting

Management consulting grew with the rise of managenas a unique
field of study. The first management consultingnfivas Arthur D.
Little, founded in 1886 by the MIT professor of th@me name and was
incorporated in 1909.[1] Though Arthur D. Littledn became a general
management consultancy, it originally specializedeichnical research.
Booz Allen Hamilton was founded by Edwin G. Boogyraduate of the
Kellogg School of Management at Northwestern Ursitgyin 1914 as
a management consultancy and the first to servé batustry and
government clients. In 1926, James, O. McKinseyfgasor of
Managerial Accounting at the University of Chicagooth, School of
Business founded McKinsey.

The first wave of growth in the consulting indusivgs triggered by the
Glass-Steagall Banking Act in the 1930s, and wasedrby demand for
advice on finance, strategy, and organization.[2pnF the 1950s
onwards consultancies not only expanded their iievconsiderably in
the United States but also opened offices in Euespklater in Asia and
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South America. After World War I, a number of nemanagement
consulting firms formed, bringing a rigorous anigigt approach to the
study of management and strategy. Work carried asuMcKinsey,

Boston Consulting Group, AT Kearney, Booz Allen Hidom, and the
Harvard Business School during the 1960s and 19&¥eloped the
tools and approaches that would define the newd fiel strategic
management, setting the groundwork for many comgulfirms to

follow. In 1983, Harvard Business School's influeran the industry
continued with the founding of, the now defunct, mtor Group by six
professors.

The industry experienced significant growth in th@80s and 1990s,
gaining considerable importance in relation to ovadi gross domestic
product. In 1980 there were only five consultingn$ with more than
1,000 consultants worldwide, whereas by the 199@set were more
than thirty firms of this size.

An earlier wave of growth in the early 1980s waser by demand for
strategy and organization consultancies. The wdvgrowth in the
1990s was driven by both strategy and informatechmnology advice.
In the second half of the 1980s the big accourfiimgs entered the IT
consulting segment. The then Big Eight, now Big F-aaccounting
firms (PricewaterhouseCoopers; KPMG; Ernst &Young;

Deloitte Touche Tohmatsu) had always offered adwceaddition to
their traditional services, but from the late 19806swards these
activities became increasingly important in relatito the maturing
market of accounting and auditing. By the mid-198@sse firms had
outgrown those service providers focusing on caistrategy and
organization. While three of the Big Four legalliyided the different
service lines after the Enron scandals and theimmdureakdown of
Arthur Andersen, they are now in the consultingimhess.

The industry stagnated in 2001 before recoveririgr &003, with a
current trend towards a clearer segmentation ofag@ment consulting
firms. In recent years, management consulting fiattsvely recruit top
graduates from Ivy League universities, Rhodes Becboand students
from top MBA programs.

Management consultingis the practice of helping organizations to
improve their performance, primarily through thealgmis of existing
organizational problems and development of plamrsiffgorovement.
Organizations may draw upon the services of manageronsultants
for a number of reasons, including gaining exterf@ad presumably
objective) advice and access to the consultard¢gialized expertise. As
a result of their exposure to and relationshipshwitumerous
organizations, consulting firms are also said toameare of industry
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"best practices”, although the transferability o€ls practices from one
organization to another may be limited by the dpenature of situation
under consideration.

Consultancies may also provide organizational changnagement
assistance, development of coaching skills, tedgylmplementation,
strategy development, or operational improvementrvices.
Management consultants often bring their own pedpry
methodologies or frameworks to guide the identifaoa of problems,
and to serve as the basis for recommendations &oe reffective or
efficient ways of performing work tasks.

2. Definition of Management Consulting

Management consulting is an independent professamhasory service
assisting managers and organizations to achievanaational purposes
and objectives by solving management and businesblgms,
identifying and seizing new opportunities, enhagcilearning, and
implementing changes.

Source:Management Consulting: A Guide to the Professidh, etl,
Milan Kubr, ed., 2002, International Labor Orgatiaa.

Professional management consultants are contragtedganizations to
provide advisory services in an objective and imshglent manner.
Services include, but are not limited to, stratgg@nning, facilitation,
quality assurance, education and training, investmeounsel,
identification and analysis of management problerdsyeloping
solutions, and the implementation of proposed gmist

3. Duties of Management Consultants

Professional management consultants may be askadvale objective
advice that will help an organization solve probseon manage change,
including business start-up, expansion, reorgaoizatdiversification,
downsizing, disposal of assets, planning, review ayerations,
launching projects, or acquiring and implementiechhology.

In general, business management consultants:

[11Define the nature and extent of the project by gathenrigrmation
(which may include conducting research to determihe current
efficiency and effectiveness of managerial poli@ad procedures

[1JAnalyze the data collected and use their background knayeled
develop proposals for improving methods, systenagoairprocedures.

[1JPresent their recommendations to the client organizatiowl, aih
their recommendations are accepted, implement trexsenmendations.
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Professional management consultants are hired wdnenrganization

lacks sufficient resources, requires external dbje@dvice, or because
they have expertise not available within the clierganization.

Most management consultants specialize in helpnggrozations solve
particular types of problems, challenges or changes

There are as many specializations as there ares tgbebusiness

problems and challenges. The following are a fessfmlities:

[J[JFinance consultants provide advice on matters such as ngrici
securities, business valuation and economic fotecas

JJHuman resources onsultants advise about recruitment practices,
compensation and benefits packages, pension fundwayk-force
diversification and employee development programs.

[J[]Litigation consultants work with lawyers to develop case atjias,
courtroom exhibits and tactics, and provide ecomrcemnalyses.

[10JMarketing consultants work with companies seeking innovative
ways to market new or existing products and sesvice

[1JOperations consultants help organizations increase produgtiwit
improving business processes.

[10JOrganizational changeconsultants work with clients undergoing a
fundamental re-orientation in the way the orgamzrabperates.

[10Quality management consultants help organizations improve the
quality of their products and services.

(1] Strategic consultants help organizations with strategic piagrior

the foreseeable future (which may include develg@rgrowth strategy,
restructuring, marketing internationally, buyingdagelling assets, or
revitalizing leadership).

[10Technology consultants help organizations implement new
technologies for optimal effectiveness.

Hiring a Management Consultant
There are three simple but essential elementsdressfully engaging a
consultant:

1. Identify the need for management consultingises.

2. Carefully select a management consultant baseknowledge,
demonstrated skills and competencies.

3. Work with the consultant to ensure that theigassent is

satisfactorily completed in accordance with theppsal.
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ldentifying the Need

The first step in selecting a management consulgaid identify why
you need one. Is there a problem you need to resalv opportunity
you want to capitalize on? What needs to be acashmgal to meet your
goals? Once the need is established, you can ltegiprocess of hiring
the right consultant for the job.

Selecting the Consultant

The more carefully you select your consultant,itfwee likely you are to
be pleased with the outcome of the engagement. r&Enthat the

consultant has experience dealing with your speciftumstances. Ask
about relevant academic degrees that pertain téagles you want the
consultant to perform. Ask for references from ottleents and follow-

up on them. In effect, when engaging a consultant should perform
the same due diligence as you would in hiring anasent employee.
Management consultants typically submit a propaszdcribing their

understanding of the client's needs, their approauethodology,

proposed deliverables, credentials and professieeal Ask a short list
of management consultants to submit a proposaldor review and

arrange a meeting to discuss their submission.

Select a management consultant on the basis of:
Skills and competencies

Relevant industry experience

Adherence to ethics and standards
Availability

References

Professional fees and available budget

N O B A B R O

Consulting as a Career Option

Management consulting is a profession with its owbjectives,
methods, rules and organization. To individuals wjmn this
profession, consulting is a career in which they si@end the main part
of their working lives. As for any profession, teeis no one perfect
model against which every entrant can be measbrgdhere are certain
characteristics that affect the consultant's chafiseiccess and personal
job satisfaction.

In management consulting, particular importance aitached to:
analytical and problem-solving abilities; competene the behavioral
area; communicating and working with people; andpihg others
understand the need for change and how to implerment

Qualities of a Consultant

Intellectual Ability
0 Ability to learn quickly and easily
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Ability to observe, gather, select and evaluatésfa
Good judgment

Inductive and deductive reasoning

Ability to synthesize and generalize

Creative imagination; original thinking

(N o Y B R

Ability to understand people and work with them
Respect for other people; tolerance

Ability to anticipate and evaluate human reactions
Easy human contacts

Ability to gain trust and respect

Courtesy and good manners

(N O B B R

Ability to communicate, persuade and motivate

Ability to listen

O Facility in oral and written communication

0 Ability to share knowledge, teach and train people
0 Ability to persuade and motivate

J

Intellectual and emotional maturity

0 Stability of behavior and action

0 Independence in drawing unbiased conclusions

0 Ability to withstand pressures, and live with fmadions and
uncertainties

0 Ability to act with poise, in a calm and objectine&nner

O Self-control in all situations

0 Flexibility and adaptability to changed conditions

Personal drive and initiative

0 Right degree of self-confidence

O Healthy ambition

O Entrepreneurial spirit

O Courage, initiative and perseverance in action

Ethics and integrity

O Genuine desire to help others

O Extreme honesty

0 Ability to recognize the limitations of one's coeatpnce
O Ability to admit mistakes and learn from failure

Consultants, like other professionals, hold strealyies concerning the
conduct of their work. Since a consultant's mostiasle asset is his or
her reputation, successful consultants have a gtsanse of ethics.
Professional consulting associations such as CM@a@a have
developed codes of ethics for their members. Siogasulting is
currently unregulated, these codes offer some gtiote to the public.
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Most codes outline the consultant's responsibititythe client and the
public. As a general rule, consultants are expetdgaace their client's
interest ahead of their own.

SELF ASSESSMENT EXERCISE 2

i) What is Management Consulting?
i) Explain the Duties of Management Consultants

Career Development

Education - A university degree (undergraduate, master's dggsee
usually required. The relevance of the field ofdstuo the particular
field of consulting is considered and in some caseslidates must have
a specific educational background. Consulting firrage equally
interested in the performance of the candidatendutheir university
studies, in particular project assignments duritmgctv the students have
practiced fact-finding, communication and othersdting skills.

Practical Experience -Usually 5-10 years of experience is needed,
however, some firms have started recruiting diyeitdm universities or
business schools (i.e. MBA Programs). The ideahat talented and
dynamic individuals will quickly acquire the necass practical
experience by working in teams with more seniorscdtants. The age
at which candidates are recruited reflects the irequeducation and
experience. The lower age limit is usually betw2B6f80 years old.

Expertise - A consultant's expertise usually results fromiuaepth
knowledge of a particular industry, function, ochaique. Consultants
are either generalists or specialists.

Specialists:Provides in-depth, state-of-the art knowledge ihaisually
beyond the capability of most companies.

Generalists: Provides breadth of experience for a client. A gelst
normally has advanced knowledge covering severdiistries or all
major functions and applies this experience toctlent's problems.

Employment in a Consulting Firm

Large Firms - If employed by a large consulting firm, consultants
progress through four or five principal ranks dgritheir career. In a
smaller firm, there may be only two to three ranks.

First level- The Junior consultants (trainee, research aseo@aalyst,

entry-level consultant): Main task is to master #@ssential consulting
skills as quickly as possible (for 6-12 months).
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Second level -Operating consultant (associate, management cansult
consultants): The operating consultant is the ftiom@ professional who
does most of the consulting work at client orgatnires.

Every operating consultant has a special field @mpgetence,
management function or special techniques.

Normally the consultant would undertake a number opkrating
assignments in varying situations, individually aasla team member,
for a period of 3-5 years before being consideredpromotion to the
next level.

Third level - Supervising consultant (team leader, project manage
senior associate, senior consultant, manager):nfdia responsibilities
of consultants promoted to this level include telmadership (e.g. in
assignments requiring expertise in general manageseral involving
several functional areas) and supervision of opegaionsultants.

Fourth level — The Junior partner or equivalent (principal, mamage
survey consultant): Consultants at this level casog a number of

marketing and management functions. Typically tlspgnd most of

their time in promotional work (visiting clients,othg management

surveys, planning and negotiating new assignments).

Fifth level - The Senior partner or equivalent (officer, directorrtpar,
managing partner, vice-president, president): Sen&nd top
management responsibilities prevail at this lewetluding strategy and
policy direction. At this level consultants are cemed with practice
development, do promotional work with importantealis, and may be
in charge of complex and major assignments.

An Independent Consultant's Career Path

Most individuals who start their own consulting Imess do so after
having between 8-15 years practical business expegi or after having
worked for several years in a consulting firm. Téagho go directly
into independent consulting without any previoupagience usually set
up in IT (information technology) or other spedialds where technical
knowledge is key and businesses are prepared tbeakrical experts
without practical experience.

Many independent consultants get into situationsretimportant career
choices have to be faced. They could progress tealhnand take on
more challenging assignments, but this may requiving up personal
independence and agreeing to work in a team. Omsuttant may
decide to expand the firm and employ other constdtaAnother

consultant may join a large consulting firm and &ypother

consultants.
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Another consultant may join a large consulting fifra senior position
is offered, while a third may establish a networld a&ooperate with
other small firms. A fourth will reject all theséexnatives and look for
assignments requiring special expertise and a giealt of experience,
but small enough to be undertaken by an individd&le consulting
business offers enough opportunities to satisfycewange of different
career aspirations.

4. Function of Management Consulting

The functions of consulting services are commonlykbn down into

eight task categories:

Consultants can function as bridges for informatod knowledge, and
that external consults can provide these bridgirgvises more
economically than client firms themselves. Marviovwgr, McKinsey's

long-term director has mentioned the benefits ofc@nsultant's
externality, that they have varied experience detghe client company.
Consultants have specialized skills on tasks thaildvinvolve high

internal coordination costs for clients, such agaaization wide
changes or the implementation of information tedébgy In addition,

because of economies of scale, their focus andriexpe in gathering
information worldwide and across industries rendéesr information

search less costly than for clients.

Salary

Consulting salary fluctuates year by year, locatimn location, and
sometimes individual by individual. Location is arficularly important
driver of compensation. The figures shown below emenpensation
ranges of management consultant (including salary all bonuses) at
various levels from typical American firms:

o Undergraduate degree: $60,000 - $100,000 USD

. Advanced degree (MBA, JD, PhD, or MD): $140,00@20@,000
usD

. Engagement manager/Project leader: $200,000 - $30QJSD

o Associate principal/Senior project leader: $350,608500,000
usD

. Partner/Principal: $500,000 - $850,000 USD

. Senior partner/Director: $1,000,000+ USD

Approaches

In general various approaches to consulting cathbeght of as lying
somewhere along a continuum, with an 'expert' esqiptive approach
at one end, and a facilitative approach at the rothe the expert
approach, the consultant takes the role of exed, provides expert
advice or assistance to the client, with, comparedhe facilitative

approach, less input from, and less collaboratigh the client(s). With
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a facilitative approach, the consultant focusess les specific or
technical expert knowledge, and more on ginecessof consultation

itself. Because of this focus on process, a fatiNie approach is also
often referred to as 'process consulting,” with &d&chein being
considered the best-known practitioner. The comsulfirms listed

above are closer toward the expert approach ottdmnsnuum.

Specialization

Management consulting refers generally to the giomi of business
services, but there are numerous specialties, saschinformation
technology consulting, human resource consultimgual management
consulting and others, many of which overlap, arastnof which are
offered by the larger diversified consultancies.-called "boutique”
consultancies, however, are smaller organizatioessing upon a few
of such specialties.

The 1990s saw an increase in what has been ternieduee-based’

approach. This emphasized language and alignmgmeagle within an

organization to a common vision of the future af tdrganization, as set
out in the book "Three Laws of Performance”. Theeasial concept

here was that the way people perform is seen telete to the way that
world occurs for them, and that future-based laggueould alter the
way the future actually occurs for them. These qpiles were

increasingly employed in organizations that hadeeigmced a market
transition or a merger requiring the blending ob teorporate cultures.
However, towards the end of the 1990s the apprdaciined due to a
perception that the concept outlined in this bowkribt in practice offer

added value to organizations.

Current state of the industry

Management consulting has grown quickly, with glowates of the
industry exceeding 20% in the 1980s and 1990s (Bssiness service,
consulting remains highly cyclical and linked toeoall economic
conditions. The consulting industry shrank during 2001-2003 period,
but grew steadily until the recent economic dowmtur 2009. Since
then the market has stabilized.

Currently, there are three main types of consultiimgns. Large,
diversified organizations, Medium-sized managenuemisultancies and
boutique firms that have focused areas of congu#xpertise in specific
industries, functional areas, technologies, orargiof the world.

Revenue model

Traditionally, the consulting industry charged oriirae and materials
basis, billing for staff consultants based uponttbers worked plus out-
of-pocket expenses such as travel costs. Duringatkel 990s and early
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2000s, there was a shift to more results-basedhpgrieither with fixed
bids for defined deliverables or some form of resbhsed pricing in
which the firm would be paid a fraction of the waldelivered. The
current trend seems to favor a hybrid with compésen fixed pricing
and risk-sharing by both the consulting firm aner

Trends

The use of management consultancy is becoming presalent in non-
business fields including the public sector; asribed for professional
and specialist support grows, other industries sashgovernment,
guasi-government and not-for-profit agencies amaimbg to the same
managerial principles which have helped the prigateor for years.

An industry structural trend which arose in thelyeg@art of the 21st
century was the spin-off or separation of the ctimspand accounting
units of the large diversified professional adwséirms most notably
Deloitte, Ernst & Young, PwC and KPMG. For thesemB, which

began operation as accounting and audit firms, gemant consulting
was a new extension to their organization. Butradteumber of highly
publicized scandals over accounting practices, sashthe Enron
scandal, these firms began divestiture of their agament-consulting
units, to more easily comply with the tighter regfaty scrutiny that
followed. In some parts of the world this trendnsw being reversed
where the firms are rapidly rebuilding their manmagat consulting
arms as their corporate websites clearly demomestrat

Rise of internal corporate consulting groups

Added to these approaches are corporations thapgbeir own internal
consulting groups, hiringnternal management consultarggher from

within the corporation or from external firms' emyptes. Many
corporations have internal groups of as many asto230 full-time

consultants. Internal consulting groups are oftenrmed around a
number of practice areas, commonly including: orzmional

development, process management, information téebpo design
services, training, and development.

5. Advantages of Internal consultants

There are several potential benefits to employitgrnal consultants:

. If properly managed and empowered, internal comgugroups
evaluate engagement on projects in light of thep@a@tion's
strategic and tactical objectives.

o Often, the internal consultant requires less ramptione on a
project due to familiarity with the corporation, cams able to
guide a project through to implementation — a dtest would
often be too costly if an external consultant wesed.
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Internal relationship provides opportunities to keeertain
corporate information private.

It is likely that the time and materials cost ofernal consultants
is significantly less than external consultants rapeg in the
same capacity.

Internal consulting positions can be used to lie@nd develop
potential senior managers of the organization.

Note: Corporations need to be conscious of and isters with how
internal consultant costs are accounted for on bathproject and
organizational level to evaluate cost effectiveness

0

1.

Internal consultants may be specifically suiteeitber:

Lead external consulting project teams, or

Act as organizational subject matter expertderided with
external consulting teams under the direction @faanizational
management. A group of internal consultants casetyomonitor
and work with external consulting firms. This wou&hsure
better delivery, quality, and overall operatingatenships.

External firms providing consulting services haved&hotomy in
priority. The health of the external firm is in aggate more important
than that of their client (though of course theltieaf their client can
have a direct impact on their own health).

O o
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Disadvantages of Internal consultants
The internal consultant may not bring the objettivo the
consulting relationship that an external firm can.

An internal consultant also may not bring to tlablé best
practices from other corporations. A way to miteg#tis issue is
to recruit experience into the group and/or proatyi provide
diverse training to internal consultants.

Internal consultants may face corporate politicg ps any group
in an organization.

Where the consulting industry is strong and cdimsyl
compensation is high, it can be difficult to retrandidates.

It is often difficult to accurately measure theidrcosts and
benefits of an internal consulting group.
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O When financial times get tough, internal consgjtgroups that
have not effectively demonstrated economic valuest& vs.
benefits) are likely to face size reductions ossggnment.

Government consultants

The use of management consulting in governmentsidespread in
many countries but can be subject to misunderstgsdand resultant
controversy.

United States

In the US, Computer Sciences Corporation's Fed€&ahsulting
Practice, Booz Allen Hamilton, and Deloitte ConsigtLLP, amongst
others, has established a profile for consultinghwi government
organizations and functions.

United Kingdom

In the UK, the use of external management congsltamithin
government has sometimes been contentious due rcegi®ns of
variable value for money. From 1997 to 2006, fostamce, the UK
government reportedly spent £20 bilion on managgme
consultants,[13] raising questions in the Hous&€Commons as to the
returns upon such investment.

The UK has also experimented with providing longgm use of
management consultancy techniques provided intgrrrticularly to
the high-demand consultancy arenas of local govemrand the
National Health Service; the Local Government Agsn's
Improvement and Development Agency and the puldalth National
Support Teams; both generated positive feedbackcost levels
considered a fraction of what external commerc@mstltancy input
would have incurred.

India

In India, NABARD Consultancy Services (NABCONS) pides
consultancy services in the field of agriculturetat development and
management. It is the wholly owned subsidiary otitcveal Bank for
Agriculture and Rural Development (NABARD) whichtiee apex bank
of the country with regard to agriculture and rugvelopment.
NABARD is owned by Government of India and ReséBamk of India.
Agriculture Finance Corporation Limited providesnsaltancy mainly
to governments and related institutions.
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7. Criticism of Management Consultancy

Despite consistently growing revenues, managemensuttancy also
consistently attracts a significant amount of cistin, both from clients
as well as from management scholars.

Management consultants are sometimes criticized deeruse of
buzzwords, reliance on and propagation of managerfaels, and a
failure to develop plans that are executable bydient. A number of
critical books about management consulting arga the mismatch
between management consulting advice and theabiliexecutives to
actually create the change suggested results istauial damages to
existing businesses. In his boBlawed Advice and the Management
Trap, Chris Argyris believes that much of the adviceegivtoday has
real merit. However, a close examination shows thast advice given
today contains gaps and inconsistencies that mayept positive
outcomes in the future.

More disreputable consulting firms are sometimesused of delivering
empty promises, despite high fees, and charged Vgthating the
obvious" or lacking the experience upon which teebtneir advice.

These consultants bring few innovations, insteddriofy generic and
"prepackaged” strategies and plans that are ieleto the client's
particular issue. They may fail to prioritize thesponsibilities, placing
their own firm's interests before those of the mlge Another concern is
the promise of consulting firms to deliver on thstainability of results.
At the end of an engagement between the clientcamdulting firms,
there is often an expectation that the consultantsaudit the project
results for a period of time to ensure that théfores are sustainable.
Although sustainability is promoted by some consgltfirms, it is
difficult to implement because of the disconnectimiween the clients
and consulting firms after the project closes.

Further criticisms include: disassembly of the haess (by firing
employees) in a drive to cut costs, only providiagalysis reports,
junior consultants charging senior rates, resellgigilar reports to
multiple clients as "custom work", lack of innowatj overbilling for
days not worked, speed at the cost of quality, spoesive large firms
and lack of (small) client focus, lack of clarityf deliverables in
contracts, not customizing specific research reparia and secrecy.
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2.4  Summary

In this unit, you have been taken through the ukemanagement
consultants in streamlining the operations of camgm Thus, providing
methods and tools for more effective manageriaktmes must be
added to the dimensions listed in the definitiofighe field, namely
identification, classification, measurement anderptetation of the
similarities and differences across nations orucaX.

Comparative management refers to management asiplohe of study
and practice in other countries than of one‘s oWoistede's model of
comparative management provides valuable cluestaheutheoretical
framework as well as empirical evidence about caoatpee

management in different cultures.

Eight major components of cultural environment, ehmlanguage,

religion, values and attitudes, education, sodighnization, technology
and material culture, politics and law are known indluence the

international businesses and comparative managenpeactices.

Sufficient knowledge of the subject of comparatiwanagement, respect
for alien cultures and feelings of empathy towalasal people in a

foreign land are important steps in becoming aectiffe manager in
international milieu.

Many consulting firms are organized in a structuneakrix, where one
‘axis' describes a business function or type ofethimg: for example,
strategy, operations, technology, executive leduigrs process
improvement, talent management, sales, etc. Thendeaxis is an
industry focus: for example, oil and gas, retailfoaotive. Together,
these form a matrix, with consultants occupying onenore 'cells' in
the matrix. For example, one consultant may spieeiah operations for
the retail industry, and another may focus on pgedmprovement in
the downstream oil and gas industry.

0
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LI:: 2.6 Possible Answers to Self-Assessment Exercise

Answers to SAEs 1

The following are three examples for differences immanagement
practices for different countries

Culture

Thus, culture of a people affects business opersilo numerous
ways. Theoretically, it may be defined as the ueitifiestyle of a
given human society: a distinctive way of thinkinggrceiving,
feelings, believing and behaving as passed on frone
generation to another. (Terpstral978). It becontmsoas that
cultural system has a unity, which as a result yfesgistic
interaction among its parts, bears much largerevéthan the sum
total of its parts. In order to understand anyifgmeculture and do
business there, one would have to know not onlgtituent parts
of its culture, but also how the whole cultural teys is put
together; how its parts are interrelated and hosy thffect the
operations of an international organization. In tiedowing
paragraphs, we shall briefly discuss each compoatgulture
with its significance in comparative management.

Language

Language is perhaps the most obvious distinctiotwdsn

countries, the one that a foreign manager or vigsitomes across
the very moment he or she lands in an alien placeording to

one estimate, there are at least 3,000 differerguages in the
world. Thus, if language is cultural distinction,implies that

there are at least 3,000 cultures around the wbrldrder to deal
with the problems arising out of language and caltbarriers,

the multinational corporations use different methodvhich

include interpreters, appointing local managertaags possible,
language training programs for those selected twesén a

foreign land and hiring bilingual or even multignal managers.

Religion

There are religious practices across the world. Western
societies might have separated themselves fromp#reasive
influence of religious factors; it is yet to happemerywhere,
especially in the developing countries. In Musliotigties, for
instance, most of the people believe that Islamas merely a
religion; it is rather a way of life, governing adlspects of
individual as well as collective lives of the cdizs. Therefore,
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foreign managers operating in Muslim societies ntnestindful
of religious sensibilities and intense emotiond tigith Allah,
Prophet Muhammad (Sallallaho Alehey Wassalam), @mans
of the Prophet (PBUH) and even the sages.

Answers to SAEs 2

134

Definition of Management Consulting

Management consulting is an independent profesksihasory

service assisting managers and organizations toiewah
organizational purposes and objectives by solviranagement
and business problems, identifying and seizing opportunities,
enhancing learning, and implementing changes. Bsafeal

management consultants are contracted by orgamnzatio

provide advisory services in an objective and irehejent
manner. Services include, but are not limited ttrategic

planning, facilitation, quality assurance, eduaatand training,
investment counsel, identification and analysisnmenagement
problems, developing solutions, and the implememntatof

proposed solutions.

Professional management consultants may bedasi provide
objective advice that will help an organizationv&oproblems or
manage change, including business start-up, ex@pansi
reorganization, diversification, downsizing, dispb®f assets,
planning, review of operations, launching projectsacquiring
and implementing technology. The duties are;

Define the nature and extent of the project by gathering
information (which may include conducting researth
determine the current efficiency and effectivenassanagerial
policies and procedures

Analyze the data collected and use their background knayded
to develop proposals for improving methods, systeand/or
procedures.

Presenttheir recommendations to the client organizatiod, ah
their recommendations are accepted, implement those
recommendations.
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Unit 3 The Military Administrator, The Civil Servan t, and
The Manager as Interchangeable Experts

Unit Structure

3.1 Introduction
3.2 Learning Outcomes (LOSs)
3.3  The Military Administrator, the civil serveand the manager as
interchangeable experts
3.3.1 The Civil Servant as Interchangeable Expert
3.3.2 Definition of Civil Service
3.3.3 Reforms in the Civil Service
3.4  Divided Loyalty in Civil Service
3.5 Federal Republic of Nigeria - Nigeria: P&tgsent and Future
3.6  Managers are Interchangeable
3.7  Summary
3.8 References / Further Reading /Web Resources
3.9 Possible Answers to Self-Assessment Exercise(s)

@ 3.1 Introduction

Military government may be broadly characterizedheesadministration
or supervision of territory after invasion, congies otherwise being
brought under the control of foreign armed forceadition which is
called military occupation. Military administratiomentifies both the
techniques and systems used by military departmexgsncies, and
Armed Services involved in the management of thaedr forces. It
describes the processes that take place withintamyiliorganizations
outside of combat, particularly in managing miltgrersonnel, their
training, and services they are provided with ag pé&their military
service. In many ways military administration senthe same role as
public administration in the civil society, anddfien cited as a source
of bureaucracy in the government as a whole. Gihenwide area of
application, military administration is often qued by specific areas of
application within the military, such as logisticadministration,
administration of doctrine development or militaryeform
administration. It is alternately defined as therfoof administration by
which an occupying power exercises governmentahaily over
occupied territory. Civil servant is a person enyplbin the civil service
and also (Government, Politics & Diplomacy) a membegthe civil
service, the term civil service can refer to eithe) a branch of
governmental service in which individuals are ergptb on the basis of
professional merit as proven by competitive exammona, or b) the
body of employees in any government agency othaar the military. A
civil servant or public servant is a person in plublic Sector employed
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for a government department or agency The civitiserin Nigeria has
emerged over the years as the most critical andiadrpart of national
development and democratic stability.

The Nigerian Civil Service consists of employees Migerian
government agencies other than the military. Mogpleyees are career
civil servants in the Nigerra ministries, progressing based on
qualifications and seniority. Recently the headh# service has been
introducing measures to make the ministries morgcieft and
responsive to the public.

The civil service in Nigeria has emerged over tearg as the most
critical and crucial part of national developmenidademocratic
stability.

Despite long years of military rule which in sevenmys distorted the
character and philosophy of the service, its rolaational development
has remained valuable. As a vehicle and machinéryublic policy
formulation and implementation, the service acts cadalyst for
crystallizing the shared goals of the citizenrye@ly, the inefficiency of
the civil service of any nation can constitute ofiéhe greatest obstacles
to development. The survival of any development@amdcracy
especially the democracy we have embraced in Nigkgpends largely
on the efficiency and effectiveness of the civilvéee.

As an employment system, the civil service requites service of
dedicated, loyal and trusted officers to realize gbal in driving the
agenda for democratic survival in our society.

Belief that management skill is of primary importanin selecting a
manager for an organization, and that domain kndgdes secondary.
Or, put another way, it's safer to take a skilleghager from elsewhere
and train him in the domain, than to promote soreetrom within
(from a non-management position). .

@ 3.2  Learning Outcomes (LOS)

By the end of this unit, you will be able to:

o explain the terms: (i) military administrator ang the manager
as an interchangeable expert

. explain fully the danger of divided loyalty in digervice

o differentiate civil servant and civil service.
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The Military Administrator, the civil servant and the
manager as interchangeable experts.

Historical analysis of the military in Nigeria Undéanding the colonial
character of the military is a crucial factor inp&dning the rise of the
praetorian instincts in post-colonial militaries Africa. What emerged
as the Nigerian Armed Forces in 1963 had a longtjiss a product of
British colonialism. Established as a small conskaty force at the
beginning of the century, it became part of the &dyest African

Frontier Force just before the Second World Wamgosing of soldiers
from all the satellite states of Nigeria, Ghanarr(ferly Gold Coast),
Sierra Leone and the Gambia — with a clear mandaterotect

representatives of the metropolitan authority aftenoat loggerheads
with the nationalist politicians that formed theopr of post-

independence leaders.

The Nigerian civil service consists of employees Migerian
government agencies other than the military. Mogpleyees are career
civil servants in the Nigerian ministries, progiags based on
qualifications and seniority. Recently the headh# service has been
introducing measures to make the ministries morgcieft and
responsive to the public. Managers perform in afjaaizations. An
international civil servant or international staffember is a civilian
employee that is employed by an international omgion. These
international civil servants do not resort undey aational legislation
(from which they have immunity of jurisdiction) bate governed by an
internal staff regulation. All disputes relatedrternational civil service
are brought before special tribunals created bysehmternational
organizations such as, for instance, the AdmirtisgaTribunal. A
manager, in the first place, sets objectives. ...Belyp a manager
organizes. Next a manager motivates and commusicdiee fourth
basic element in the work of the manager is the gblmanagement.
Finally, a manager develops people.

3.3.1 The Civil Servant as Interchangeable Experts

The term interchange covers a variety of activitimst we define the
two main ones as follows:

Loans

If a civil servant moves to work in a different gmmment department or
agency, she/he is usually paid by the host depattiered is subject to
the terms and conditions of the host departmentewhiorking there.
This is aloan.
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Secondment

If a civil servant moves to work outside the Ci8#rvice (for example,
to the wider public sector, industry or a charitf)e usual arrangement
is for the parent department to continue to paystiary, but to recoup it
from the host organization. This is aecondment The two
organizations agree what terms and conditions apply these should
usually be at least as favorable as in the CiwiviSe.

We think interchange is important because it allopeople from
different organizations to learn from each othet ahare good practice,
ideas and experience. On one hand it develops tsgevithin the Civil
Service and so helps it provide better public $&sj on the other,
organizations outside the Civil Service gain a ulséisight into the
workings of central government. In all cases irftargye should have
clear benefits for the individual, the parent oigation and the host
organization. This section promotes the concepintérchange, and
suggests some key considerations for those ineztestundertaking or
arranging it. We cannot, however, become involvethdividual cases.

The civil service

The government is committed to a professional, modend flexible
Civil Service focused on the needs of societyhéytare to provide the
level of service society has a right to expecty servants need the right
skills, expertise and experience; and interchasgene of the ways we
can bring that about. It's an opportunity for indivals to develop their
careers and their professionalism at the same tand, this brings
benefits to the parent department and host orgémizatoo. So
interchange should benefit all three parties ingdlv— the host
organization, the individual and the departmenvtber employer. Here
are some of the more obvious ways.

The host organization

o Infusion of new ideas contributed by someone witklightly
different perspective on your area of business

o Increased understanding of policy making and thehimary of
government

o First-hand advice on managing relationships witlvegoment
and the Civil Service

. More open communication and useful contacts

. A chance to learn about alternative working pratic

The department/employer

. Better understanding of the impact on customegephrtment's
activities
. A chance to learn about alternative working praic
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o A more flexible workforce with a wider knowledgeitskbase
. More open communication and useful contacts
o A creative way of meeting Professional Skills foov@rnment

requirements

The individual
o Ability to transfer skills by applying them in awecontext
. Greater confidence, flexibility and personal resitie, resulting

from operating in an

Un-familiar environment

Useful contacts on return to department/employer
Improved customer focus and a broader outlook
Understanding of the practical implications of pwli

If you are interested in an outward secondment ftoenCivil Service,
talk it over with your line manager before you dosthing else. You'll
have to establish a good business case, and digoaissiplications of
releasing you for the Interchange. If you then agte pursue the
possibility, speak to your department's InterchaMgmager. If you are
interested in a secondment into the Civil Servicé are interested in a
particular department, contact the appropriater¢éht@nge Manager.

Organizations

Civil Service Resourcing has introduced a centetosdment and
interchange program to support the exchange dsdkdtween the Civil
Service and private sector as set out in the Geivice Reform Plan. If
your organization would benefit from an exchangskitls with the

Civil Service

Making the most of interchange
It is important to be clear about what you woulgp&do achieve from
interchange. Consider in particular:

o what sort of skills, knowledge or experience yoed& acquire
or develop

what sort of interchange would best meet theseirements

how your department would benefit from the interapa

how you might identify the right opportunity

what skills, knowledge or experience you could ofée host
organization
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Other points to bear in mind

o Make sure everyone involved agrees clear objectives

o Ensure the chosen activity and the length of tineppsed are
sufficient to meet those objectives

o Agree and record terms and conditions, especiadigse
involving financial arrangements and possible dotslof interest

. Agree how and by whom the value of the interchamgkebe
assessed

o Establish how individuals will keep in touch witheir employers

and put in place suitable arrangements for perfooeappraisal.

It goes without saying that, on return to departtsemdividuals should
have the chance to use or disseminate their nellg skid experience.
Only in this way can the full benefits of interclganbe felt. A debriefing
session should also take place immediately onmeso as to evaluate
the interchange, learn any lessons and decide ddwitd on what has
been achieved by it.

3.3.2 Definition of Civil Service

In generic terms, the civil service is an employtsystem that is based
on hiring, retaining and promoting employees onrthealifications and
ability to the work. According to Encarta World Hish Dictionary
(1999.349) civil service constitutes all governmem®partments of a
state and the people who work in them. Specificallyil service has
been described as an institution which has thetglivole of carrying
out (and advising on) government policies (Tijjihuhammed Bande
(2001.1). The civil service in the words of Emekar&anuel Okafor
(2005.67) is also seen as that apparatus of gowsrhmesigned to
implement the decision of political leaders. Potdti leaders make
policy, the civil service executes it and if theviciservice lacks the
capacity to implement the policies of the politidebdership, those
policies, however well intended will not be implemted in an effective
manner. The civil Service Hand book (1997.17) isrenemphatic. It
describes civil service as a body or organ whicjoysncontinuity of
existence. Its members are not limited to a steon of office.

When a civil servant relinquishes his office for atéver reason his
place is taken by another person who similarly ghjsecurity of
employment. Civil servants according to the Handboammand a pool
of experience and know-how for implementing goveentnpolicies. It
recognizes that while the civil service is the instent of the
government of the day, the service and its memaersnot permitted
under the law to be a partisan of any politicakypafrhe civil servant is
also required to assist in formulating and impletimgn the policies
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approved by the government irrespective of its qeabs or private
opinions or attitudes towards such policies.

Another feature of civil service is that it is isgensible irrespective of
the type of government in power (whether military @emocratic
regime).

Self-Assessment Exercise 1

1. Explain the term civil service
2. Enumerate some of the factors responsible ®n#ygative attitude g
civil servants in the discharge of their dutiedude

—

Evolution of Civil Service

The Nigerian civil service is one of those insiius created by the
colonial government to facilitate the achievement @source
expropriation and maintenance of law and ordersurof national
development was not part of their agenda.

Between 1900 and 1950, the Nigeria civil servics wader the control
of the British Colonial technocrats and general imistrators. But there
was a change of guard during the first Republice Pleriod between
1966 and 1976 witnessed a number of radical chamgése role of
Nigeria civil servants. During that period, the icigervants were in
control of government political process due to éngergence of military
rulers in political administration prevailing ingtAfrican continent then,
coupled with their lack of experience of politic&adership in
governance. Generals Ironsi and Gowon governmesrtsexample,
relied heavily on the civil servants for the disge of their duties
(Lukman 1971: 2002 2004) This situation providegagunity for civil
servants to get involved in anti-democratic ethdsictv led to civil
servants being accused of engaging in grafts, am@ and redundancy
which led to the disengagement of about ten thalisawil servants
under the Murtala/ Obasanjo regimes.

The democratic government of the second republmecaith a total
destruction of the service as the entire civil BErwvas politicized,
polarized and factionalized which led to the stiegpr supremacy
between politicians and civil servants. This siwatprompted the
introduction of reforms in the civil service to oeption the
administration of the service.

3.3.3 Reforms in the Civil Service
The civil service has under gone several refornosnfthe period of
colonialism through military regimes up to the emr democratic

administration in Nigeria. Some of the reforms ud#g: Tudor Davis and
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Harragin commission of 1945 & 1946 which reviewée tvages and
general condition of service in the civil servicdhe Corsuch
Commission of 1951 which was charged with enquiringp the
structure and remuneration of the public servicke TUdoji Public
Service Review Commission of 1975 which introdudbd unified
Grading and Salary structure in the Service.

The civil service reform of 1988 through Decree ABof 1988. Among
all the reforms, the

1988 reform was the most elaborate. It was meanadoieve the
following objectives:

. Enhance professionalism, decentralization and détag of
functions,

. Institute checks and balances

o Promote general modernization

o Enhance the combination of responsibility with awity

o Align the civil service with the spirit of ExecuawPresidential

o Enhance efficiency, effectiveness and speed of atipers(

Philips 1990, 1989, 1988)

All this reforms were intended to improve on theadtter of work

ethics and values in the civil service. Such valaed ethos directly
affect the individuals who perform duties as csgrvants guided by the
rules of the service.

Civil Service Rules

Like other formal institutions, the civil service guided by a set of rules
and regulations for the conduct of its memberscimeving its set goals
in national development. The civil service as agaorof government is
functional through the activities of individuals avimake up the body.
The performance of the body is determined by thieiefcy of the body
parts or components. In this respect, the effigjasiche civil service is
based on the conduct and attitude of the staff.

For the staff to be efficient there must be guidipgnciples for
everyone. Accordingly, the civil service has botHes for dos and
don'‘ts as code of ethics to guide the conductsofniembers.

For the purpose of this paper, we shall dwell momethe rules that
touches on discipline of the individual civil semig in the performance
of their official duties. Some of the features bé trules that touch on
discipline are highlighted below:

1. Discipline -Strict compliance to the rules amedulations of the
service
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Loyalty-Loyal to government and constitutednauity
Honesty-Honesty in doing their duties and itatren to the
public

Courage-Hardworking embracing extensive scleediitiuties
Courtesy-Politeness to colleagues and the gepeblic
Tact-Skillfulness in handling difficult situah without giving
offence to the people involved

7. Tidiness - keep working environment & officedyt

wn

ook

3.4 Divided Loyalty in Civil Service

Loyalty in civil service is defined as an obligatiof civil servants to
respect and be loyal to the government which hagengithem
opportunity to serve. It is a respect accorded restiinited authority in
government institutions.

Civil servants who perform their duties in the $esvcontrary to the
rules and regulations as stipulated in the civiise rules are said to
have divided loyalty to the government or instatior constituted
authority under which they work. Sadly, it has beeted that over the
years the attitudes and behavior of some civila®tyvin Nigeria‘s civil
service are not conducive to the efficient admiaigin of the affairs of
the service. Some of the factors responsible ferntagative attitude of
civil servants in the discharge of their dutiedude among others:

Work Ethics

Values

Ethnicity

Conflict of Interest
Education

Religion

Leaking official secret

Ny Y Y Y B O O

Work Ethics is seen as the pattern of behavior @tkwincluding the

code of conduct expected of people at differentkwsituations. They
include such values as honesty, punctuality, comemnt to set of

objectives, respect for constituted authority, suéad regulations, the
upholding of the values of an organization (see Iahn I. Abhuere
citing Edet Mullins(1999) etc. Work ethics is dedfth as a way of
determining what is right or wrong in the work paand then doing the
right thing- the application of our values to wopktace in actual

decision-making.

It means the application of different values to deeision we make for

example, the application of say honesty, fairnefiiGiency, integrity,
respect, accountability, patriotism etc in our aecid at the work
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including judgment on colleagues. Values refersttie underlying
factors of consideration, which impel men to do ¢imeg instead of the
other or to prefer one to another (see Abhuere(R000

They are about the things we hold dear and thusyréa protect and
defend. At policy level, the values of administratgpolicy makers etc
are known to inform the kind of policies they ini or support
including the way they go about realizing them. Sghewvo factors as we
are aware are contained in the civil service ruidéch embody full

moral principles to guide the civil servants in thischarge of their
duties, the inability of the civil servants to ketpthese rules without
sufficient reason amounts to what is called serimisconduct. Section
04401 of the civil behavior can be investigated pralved. It includes
absence from duty without leave, disobedience el@ampfusal to

accept posting, corruption, dishonesty, drunkennessibordination,

falsification of records, negligence etc.

Ethnicity is the use of ethnic and sectional seatitrto confer unmerited
and undue advantage to people of same ethnic ofigis happens in
many ways including a situation where a particplart or ethnic group
attempts to dominate leadership of some governmestitutions
because of the number of officers from such regi@adership of such
institutions are treated as exclusive preserveé®fibminating region.

The implication is that if you are a leader and fmotn that part of the
region, you intend to lose the loyalty of the odfis from that region. It
is no mistake that Section 14 (3) of the 1999 Qurigin of the Federal
Republic of Nigeria stated that-the composition of the government of
the Federation or any of its agencies and the adnofuits affairs shall
be carried out in such a manner as to reflect #ueril character of
Nigeria and the need to promote national unity als to command a
national loyalty, thereby ensuring that there shalho predominance of
persons from a few state or from a few ethnic deosectional groups
in that government or any of its agencies.

In giving effect to section 14(3) of the Constitutj the Constitution in
Part 1 of the Third Schedule provided for the de&himent of a federal
character Commission.

The Commission shall have poweto:
(&) Work out an equitable formula subject to thppraval of the
National Assembly for the distribution of all cadref posts in

the public service of the Federation and the states armed
forces of the Federation, the Nigeria Police arfgtogovernment
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security agencies, government owned companiesrastadals of
the states;

(b)  Promote, monitor and enforce compliance whi# principles of
proportional sharing of all bureaucratic, econommoedia and
political posts at all levels of government;

(c) Take such legal measures, including the prdssct of the head
or staff of any ministry or government body or ageewho fails
to comply with any federal character principles formula
prescribed or adopted by the Commission.

The above provisions of the Constitution which @s® replicated in the
civil service rules in terms of hierarchy in sesjiendicate that attempt
to use ethnic domination in service to scuttle texgsrules or pick and
choose which leader to obey or disobey in senscmconsistent with
the constitution and civil service rules and th#rerefore amounts to
divided loyalty.

Conflict of Interests: Conflict of interests is a situation where we are
faced with making an ethical choice between oneabbn and another.
The Bible states thatno man may serve two masters at a time. Thus,
conflict of interest arises when officers have take decisions at work
that may affect private or primordial interestmieans conflict between
the public duties and private interest of a puldfticial in which a
public official has private capacity interest theduld improperly
influence the performance of his official dutieglarsponsibilities.

A public official or civil servant having privateuliness partnerships
and board membership, government contracts witheproval of
relevant authorities as stipulated in rule 0430 Ifithe Public Service
Rules (revised edition 2000).

A public official who refuses to respect constititauthority of an

institution because such a person holding the ipositf authority is not

from his/ her ethnic group. Such official is saidite having conflict of

interest of allegiance to his ethnic group in castrto the ethics of the
oath of service he took.

Education: Education is a factor here because proper educati
inculcates national consciousness and spirit ofonal unity in an
individual. That is why National Policy on Educatiostated that
Nigeria's philosophy of education is based on theegration of the
individual into a sound and effective citizen angual educational
opportunities for all citizens of the nation at fh@mary, secondary and
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tertiary levels, both inside and outside the fors@ool system (Yahaya
1992.35).

By this policy, civil servants are expected to @sssminimum standard
of education based on the requisite qualificatiatisthe time of
employment. It is assumed that education would hagelcated in the
officers, the right attitude for the survival ofethndividual and the
Nigerian society, the training of the mind in urstanding of the world
around him and the acquisition of the appropridiss abilities and
competence for the individual to live in; and cdnite to the
development of the society and the institutionsbieéongs. What in-
service training will do is to broaden and consatiédon the qualities
believed to have been acquired by the individudbteeentering the
service. Officers in the service who lack propeucation have the
tendency to lack the proper attitude, values antisskith which to
understand the right attitude to the rules and Woedsily develop
divided loyalty when obligation to the service dbages their ego and
psychological disposition.

Religion: Religion is another powerful instrument exploitey fublic
officers to achieve private gains. It a tool in thend of politicians as
well as some top civil servants used for privatd selfish ends. Despite
the Constitutional provisions which are also rafeécin the civil service
rules, religion is often used to create divisiortivil service institutions
by leaders who pursue primordial interests andietbentiments. What
follows at leadership level is divided loyalty afi@ers may tend to
follow those in authority who professes the santigios with them.

Leaking Official Secret:

The civil service considers as very important, theed to maintain
secrecy on official government documents. The @&thecrecy of 1962
has remained in force in the civil service to destmate the premium
government places on official document. An officiaho divulges
official secret in the civil service is said to leagdivided loyalty.

The Dangers of Divided Loyalty In Civil Service

There is no doubt that many people who came intd service did so
because of its securddnure and soft conditions of service. It is also
true that many of them lack commitmentetificiency, effectiveness and
excellence which the performance of civil serviad jdemands in
addition to accountability, transparency, honestycellence, due
process and rule of law and quality service dejivgkbhuere 2000).
The civil service rules and indeed any rulesregulations of any
organization are meant to be respected and obé&yethy organization
where rules and regulations are not respected, thereousid to be
organizational calamity, pursuit afrong values which can generate
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wrong attitude to work, destruction of accountapiknd mutual trust
thus paving way for massive corruption and highest of services.
When all thesdeset an institution, there is bound to be:

Poor regard for work- nonchalant attitude of stetfiereby some people
will tell you that public service is not their faths job

Ineffective supervision and reluctance or unwiliegs to apply
appropriate sanctions to offenders

Poor leadership based on selective justice Pooamkwystem and its
inability to motivate the workforce appropriately

Fatal tribalism and nepotism that blind to any vgadoing by kinsmen

Poor knowledge of organization‘s goals, objectiaesl hazy focus by
many civil servants

Warped value system that has little or no roomefxaellence, honesty,
dedication or outstanding performance High levelrgation and
celebration of evil at the altar of money All thesenstitute a civil
service structure that is gone out of alignmenhuwiite sacrosanct rules
and tenets of service and it can only be differetien rules and
regulations are obeyed and constituted authordyeeted.

3.5 Federal Republic of Nigeria - Nigeria: Past, Rsent and
Future

First Junta (1966-1979)

The first one began on January 15, 1966, when M&joukwuma
Nzeogwu and some group of Majors overthrew currprasident
Nnamdi Azikiwe in a coup d'état, and declared himbkad of the
Federal Military Government of Nigeria. Aguiyi-lIran was then
overthrown and murdered in a coup the same yedgdneral Yakubu
Gowon, who held power until 1975 when he was ovewh in a
bloodless coup by a group of soldiers that wanteceturn civilian rule
to Nigeria. Brigadier (later General) Murtala Mohaed, who
succeeded General Gowon, was not directly invoimethis coup, but
did help round up soldiers for the coup. A yearedatin 1976,
Mohammed was assassinated in a violent coup, anst@din Obasany
then succeeded Mohammed. Three years later, in, 10OB8sany
handed power down to Shehu Shagari, who ended ilitargnregime,
and installed a second Nigerian republic. SecomtbJ{1983-1998).

Shagari, however, was overthrown in a bloodlesspcou1983, and
succeeded by Muhammadu Buhari, who was appoiGtegirman of
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the Supreme Military Council of Nigeria and Commander-in-Chief of
the Armed Forces by the junta. Buhari ruled for tyears, until 1985,
when he was overthrown by General Ibrahim Babanguh® appointed
himself with the position oPresident of the Armed Forces Ruling
Council of Nigeria. Babangida promised a return of democracy when
he seized power, which barely took place duringBabangida regime.
He ruled Nigeria until 1993 when he temporarily thesh power to the
interim head of state Ernest Shonekan, being patii® promise to
return democracy. Two months later, however, Shanekvas
overthrown by General Sani Abacha, with former leless Babangida
conveniently involved with a visit to Egypt. Abachpapointed himself
Chairman of the Provisional Ruling Council of Nigeia. After
Abacha's death in 1998, General Abdulsalami Abub#&kak over, and
ruled until 1999 when Olggun Obasany again became head of state
(via an election), and ended the junta. Oluseguas@hjo ruled until
2007 and then passed it down to another demodigtiedected
president Umaru Musa Yar'adua who ruled Nigerial un$ death in
2010.

1960
Nigeria declares independence from Britain in Oetolilhree years
later, it becomes a republic.

1966

In January of 1966, a group of army officers, cstsg mostly of the
Ibo peoples, and led by General Johnson Aguiyidroaverthrew the
central and regional governments, killed the primeister, took control
of the government, and got rid of the federal systd government to
replace it with a central government with many Ilagsadvisors. This
precipitated riots and many Ibos were killed in pmecess. In July of the
same year, a group of northern army officers redblagainst the
government (beginning a long history of militaryups), killed General
Johnson Aguiyi-lronsi, and appointed the army cliestaff, General
Yakubu Gowon as the head of the new military goreamt.

In 1967, Gowon moved to split the existing 4 regions ofétia into 12
states. However, the military governor of the Easteegion (Colonel
Chukwuemeka Odumegwu Ojukwu) refused to acceptditision of

the Eastern Region, and declared the Eastern Regiomdependent
republic called Biafra. This led to a civil war ieten Biafra and the
remainder of Nigeria. The war started in June 1@6id, continued until
Biafra surrendered on January 15, 1970 after oveillion people had
died.
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1970

The Biafra secessionists capitulate in Januaryc&sive governments
promise elections but military rule continues. Dagrithe early 1970s
major reconstruction of the areas that were foryn@drt of Biafra
undertaken.

1979
Nigeria returns to civilian government rule in Omo, electing Sheu
Shagari as President of the Second Republic.

1980s

1983

Shagari regime is deposed in December, asiléary coup ousts the
democratically electedovernment.

1985

A second coup ushers in a regime headed by GeahitbhrBabangida
(picture to right).

Babangida later promises new elections.

1993

Nigerians go to the polls in June, elect Social Deratic Party

candidate Moshood Abiola as the new president efctiuntry with 58

percent of the vote. On the eve of election res@sneral Babangida
annuls the election. The United States suspendasadal political crisis

ensues. Eleven die in riots protesting militaryeruBabangida steps
down in August and chooses interim Moshood Abiaaagnment. Gen.

Sani Abacha seizes power in November.

1994

Nigerian police arrest Abiola in June after he deed himself president
of the country. In July, a federal high court clemd\biola with treason
for declaring himself president.

Sani Abacha

Wole Soyinka, winner of 1986 Nobel Prize for litene, flees Nigeria
in November

1995

The 50,000-member Nigerian Union of Petroleum armtuhal Gas

Workers declare a strike as the government sendsldhers to replace
workers in July. The strike increases the pricerafde oil worldwide.

Most of Nigeria's oil workers return to their joinsSeptember.

Ken Saro-Wiwa
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1996

In October, General Abacha vows he will step domwthiee years after
reforms are complete. Nigeria's military governmigangs nine political
activists in November, including well-known playghit Ken Saro-
Wiwa, who was accused of involvement in the kilsngf four pro-

government traditional chiefs in 1994.

Nigeria is suspended from the Commonwealth, them&&ber
organization grouping Britain and its former colesii after the
hangings. Kudirat Abiola, the outspoken wife of aleéd Nigerian
presidential claimant Moshood Abiola, is shot anke#& while being
driven along a Lagos street in June.

1997
Exiled writer Wole Soyinka is charged in absentithweason in March
by the country's military government.

1998

May 7: Nigeria announces that it has freed 142opess on orders of
General Abacha. June 8: Abacha dies at his vilthénNigerian capital.
He is quickly replaced by a close ally, Maj. Gefbdalsalam Abubakar.

June 9 The Clinton administration offers improved tieghwNigeria's
new military government if it frees political prisers and moves toward
democratic reform.

June 12 Hundreds of Nigerians hold scattered protestdagos to
demand an end to military rule. They are dispelsetioops and police.

July 3: Nigeria's new military government confirms thiaey intend to
release the country's political prisoners, inclgdinoshood Abiola.

Maj. Gen. Abdulsalam Abubakar

July 7: Nigeria's imprisoned political leader, Moshoodi#b, dies of
an apparent heart attack as he talks with Nigeoifinials and senior
U.S. diplomats about how to resolve the countiys-year-old political
crisis.

July 20: In a major television address, Maj. Gen. Abubgermises
that free elections will be held in early 1999 andivilian sworn in as
president of Nigeria on May 29.

1999

January 20: Nigerian and international election monitors deetl that
local elections in
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December and state elections Jan. 9 were fair.cobneatry enters high
campaign season for the election of its first medlccivilian leadership
in 15 years.

3.6  Managers are Interchangeable

Belief that management skill is of primary importanin selecting a
manager for an organization, and that domain knbgédds secondary.
Or, put another way, it's safer to take a skilleghager from elsewhere
and train him in the domain, than to promote soreetrom within
(from a non-management position).

There is likely some truth to this; some of the stonanagers are those
who don't have the management aptitude. In yearst, pahen
organizations almost always promoted from withiots|of folks got
promoted to management who while deserving of anpten for good
work in their previous position, were ill-suitedrfmanagement (hence
the Peter Principle). On the other hand, bringmngstablished managers
from elsewhere has its own risks; some manager® (Wde to call
themselves Change Agents?) are prone to shuffiiegdeck without
understanding what cards they already hold. Sonestithis can be
beneficial to an organization more often than rtotauses lots of
disruption, at least in the short term.

OK, here is a different perspective. Rather thak "ago is the best
person for this job?" ask, “what is the best jobr this person?”
Practiced consistently, this becomes selectingogpiate positions for a
person through their career with the goal of mazing individual
growth and their contributions to the organizatibrihink this makes
sense for organizations whose primary capital tellectual. It's not
going to work at McDonalds. And it needs peoplédaclear and honest
about what they want to do with their careers ¢fica and perfect their
technical skills, become a technical leader, managies, become CEO.
Done well, technical talent will be developed t@ajrdepth or breadth
as appropriate for the person, new managers willchallenging (but
not too challenging) assignments, existing manag®i switch
between line and project every few years so theitebe a lot of
sideways movement, work teams will become moreigterd than their
managers (with all the good things that will leagi and managers will
get wider and less parochial perspectives as theyer from job to job.
Also, it might make it harder for the managementi-pattern heir
apparent to take root.
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SELF ASSESSMENT EXERCISE 2

i. Identify the host organization in civil service

ii. Identify the dangers of divided loyalty in cihservice

194

3.7 Summary

In this unit, you have learnt about the civil servare interchangeable,
definition of civil service reform in civil servigalivided loyalty in civil
service, federal republic of Nigeria- Nigeria: pastesent and future
manager are interchangeable

This unit examines the Nigeria civil service, cleaeaistics and
operations along the line of the complementing osletherwise played
by the officers in the service in accordance with service rules and
regulations,belief that management skill is of primary impoxann
selecting a manager for an organization, and tbataih knowledge is
secondary. Or, put another way, it's safer to takkilled manager from
elsewhere and train him in the domatiman to promote someone from
within (from a non-management position) and Miltadministration
identifies both the techniques and systems usediliary departments,
agencies, and Armed Services involved in the manageof the armed
forces. It describes th@rocesses that take place within military
organizations outside of combat, particularly nmanaging military
personnel, their training, and services they aovided with as part of
their military service.

N
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LI:: 3.9 Possible Answers to Self-Assessment Exerci3e(s

Answers to SAEs 1

Civil service is an employment system that is basedhiring, retaining
and promoting employees on their qualifications ahility to the work.
According to Encarta World English Dictionary (19349) civil service
constitutes all government departments of a statethe people who
work in them. Specifically, civil service has beeescribed as an
institution which has the pivotal role of carryiogt (and advising on)
government policies (Tijjani Muhammed Bande (2001.The civil
service in the words of Emeka Emmanuel Okafor (280bis also seen
as that apparatus of government designed to impiethe decision of
political leaders.

ii. Some of the factors responsible for the negatattitude of civil
servants in the discharge of their duties inclusierag others:

Work Ethics

Values

Ethnicity

Conflict of Interest
Education

Religion

Leaking official secret

@~ooooyp

Answers to SAEs 2
i. The host organization

a. Infusion of new ideas contributed by someone witllightly
different perspective on your area of business

b. Increased understanding of policy making and thehimary of
government

C. First-hand advice on managing relationships witlvegoment
and the Civil Service

d. More open communication and useful contacts

e. A chance to learn about alternative working practic

ii. The dangers of divided loyalty in civil service

a. Poor regard for work- nonchalant attitude of staffereby some
people will tell you that public service is not ithfather's job
b. Ineffective supervision and reluctance or unwiliiegs to apply

appropriate sanctions to offenders
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C. Poor leadership based on selective justice Pooarewystem
and its inability to motivate the workforce appriapely
d. Fatal tribalism and nepotism that blind to any wgdaoing by

kinsmen

e. Poor knowledge of organization's goals, objectiasl hazy
focus by many civil servants

f. Warped value system that has little or no roomércellence,

honesty, dedication or outstanding performance,h higvel
corruption and celebration of evil at the altanainey.

All these constitute a civil service structure tietgone out of
alignment with the sacrosanct rules and tenetspfice and it
can only be different when rules and regulatioresayeyed and
authority respected.
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Unit 4 Constraints Imposed on Managerial Discretio in
Public Corporations

Unit Structure

4.1  Introduction

4.2  Learning Outcomes (LOSs)

4.3  Constraints Imposed on Managerial DiscretioRublic
Corporations
4.3.1 Managerial Discretion in Pulfliorporations
4.3.2 Sources of Managerial Constsaint

4.3.3 Relationship between Managerial Discretioth afublic
Corporation’s Performance
4.3.4 Corporate Governance and ManagBrscretion
4.3.5 Managerial Discretion and Deretjoia

4.4  Manager/Shareholder Conflicts

4.5  Choice of Corporate Governance Mechanism
4.5.1 Board Composition

4.6  Summary

4.7  References/Further Reading/ Web Resources

4.8 Possible Answers to Self-Assessment Exercise(s)

€
4.1 Introduction

As presented by Obaji N. R. in Ogundele et al (30@bnstraints on
managerial discretion are the possible conflictsirdérest between
stakeholders and managers.

Managerial discretion is the extent to which mamsdail to experience
discipline on their behaviors from internal corgergovernance e.g.
ownership structure and board composition and eatercontrol

mechanism e.g. product market composition, creditket, market for
corporate control and managerial market. In thiaptér we present
constraints to managerial discretion in public cogpions analyzing the
conflicts that exist between the managers and bBblters and the
relationship between managerial discretion and ipulsbrporation

performance. We also reflect on how deregulatidectg managerial
discretion and discuss the mechanics used to daagency problems,
that is, the composition of the board of directions
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@ 4.2  LearningOutcomes (LOS)

By the end of this unit, you will be able to:

o define managerial discretion

. describe the sources of constraints to managesatetion

. explain the relationship between managerial digmmeaind a
public corporation‘s performance

. explain the relationship between managerial digmmetand

deregulation.

i,

10 o
4.3 Constraints Imposed on Managerial Discretion in
Public Corporations

4.3.1 Managerial Discretion in Public Corporations

Managerial discretion, which refers to executivedility to affect

important organizational outcomes, is a functiomhef task environment
the internal organization, and managerial chareties. Managerial
discretion occurs in public corporations when ownarorganization or
governments enjoy exclusive control rights over geas. When there
exist a non-owner control over managers, manageisretion may
produce a favorable effect on corporate performarfcthe objective

functions of managers is relatively more in linghaprofit maximization

rather than to the non-owner controlling party. Ruborporation is not
suitable in industries where long-term growth mwsl where internally-
generated funds outstrip the opportunities to ihwieem profitably or

where downsizing is the most productive long-tetrategy.

The public corporation is a social invention of tvasistorical
importance. Its genius is rooted in its capacityspoead financial risk
over the diversified portfolio of millions of indduals and institutions
and to allow investors customize risk their unigqtieumstances. By
diversifying risks that would otherwise be bornedwner-entrepreneurs
and by facilitating the creation of a liquid market exchanging risks,
the public corporation lowers the cost of capital.

These tradable claims on corporate ownership (camstock) also
allowed risk to be borne by investors best ablebéar it, without
requiring them to manage the corporation has badelystudied area,
different assumptions made in various studies aiajythe objectives
function of the managers. For example, Baurnol §)%ssumes that
managers have incentives to maximize sales, sutgebe constraint of
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satisfactory profit. Williamson (1963) assumes th@nagers have a
positive preference for incurring staff expensesttigg bigger
managerial emoluments and increasing funds availtldiscretionary
use. Some studies suggest that managers prefeppimnal capital
structure in order to pursue personal goals sucprakecting under-
diversified human capital. Fama (1980) cites cireaning
performance pressures associated with commitmentBsgorge large
amount of cash as an example.

4.3.2 Sources of Managerial Constraints

The degree of discretion that senior executive marsghave in setting
objectives is limited by both external and internahstraints. External
constraints arise from the active market in compahgres while
internal constraints arise from the role of noneie board members
and stakeholders, trying to align the managers‘thedwners’ interests
by the rules shaping corporate governance.

O External constraints
There are five sources of external constraint omagarial
behavior in any system of corporate control. Thosko
potentially hold this power are:

1. Holders of large blocks of shares who use waten to use their
voting power to change management or their polidciethey
become dissatisfied.

2. Acquirers of blocks of shares sold by existigigareholders
unhappy with the performance of management.

3. Bidders in the takeover process who promidsugoall the voting
shares of the enterprise.

4. Debtors/Investors, particularly in times ofdicial distress who
act to protect their interests in the company.

5. External regulators and auditors.

In outsider systems, external control is exercigeginly through the
workings of the stock market rather than voting.the stock market,
shares are continuously traded and the price teftee relative numbers
of buyers and sellers and their willingness to bugell. The influence
of the workings of the stock market on manageriati@tion assumes
that a fall in the share price will make managenmmaote vulnerable to
shareholder activism either in selling shares ovating at shareholder
meetings.
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In outsider systems, shareholders are inclinedeiousider-performing
shares to maintain a balance in their diversifiedre portfolios. In
insider systems the selling of shares is more adiffiand, therefore,
shareholders are more likely to use their votingv@oto influence
management. In outsider systems the working oftbek market makes
it feasible to acquire blocks of shares by purcteaskto make a bid for
all the equity of a company, thereby threatening thnure of the
existing management. Other external constrainthanagerial behavior
are the need to comply with company law, indepehderiting of
accounts and the lodging of company accounts wighrégulators. The
annual accounts of a company are designed to pgresesasonable
picture of the company's activities and its finatdiealth in terms of
profit and debt levels to actual and potential shalders. On occasions,
audited accounts have been found to have presariethaccurate
picture, in that a company has gone bankrupt #ieaccounts appeared
to show a healthy financial situation. The bankeypdf Enron in the
USA in 2001 was a notable example.

O Internal constraints

1 Within the organizational structure of the camyp, there are
groups who may be able to influence managementhamge
policies. The first of these are the non-executirectors, who
are appointed to the boards of UK companies to seeerthe
behavior of the executive directors. However, they normally
appointed by the executive managers and, therefioag, not be
independent in their actions or effective in coaising executive
directors. They are often few in numbering and baroutvoted
by executive directors. One of the objectives ofpooate
governance reform in the UK is to make non-exeestimore
effective. In the German system the supervisoryd @éays this
role by influencing the management board, but igsniership is
more wide-ranging.

2. The second of these groups are the ownersaselsblders, who
can exercise their authority at meetings of the wamy or
informally with management. Directors are electédha annual
general meeting of the company. Dissatisfied sldeis can
vote against the re-election of existing executirectors or seek
to get nominees elected. They can also vote ageessiutions
proposed by the executive of the company, suchasetrelating
to executive remuneration. In the past this haslydrappened as
shareholders have been passive rather than activ®mpany
affairs and sell underperforming shares. Howeverthe UK
institutional shareholders have become more aativerganizing
coalitions to either influence management behirel shenes or
forcing votes at annual general meetings.
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3. A third group that can influence executive maagare the
stakeholders within the company. These include eygas of the
firm as well as customers, suppliers, lenders amel lbcal
community. They may do this by expressing theiticisms
concerns either directly to the executives or iediy by
informing shareholders, the media and outside égper
commentators. Investment banks and stockbrokees atfvice to
shareholders on the potential future earnings ®@ctdmpany, and
such comments may help to influence attitudes tdwaumbent
managers.

Self-Assessment Exercise 1

i. What do you understand by managerial discretion?

ii. Identify and discuss the internal and exters@lirces constraints an
managerial discretion.

4.3.3 Relationship between Managerial Discretionral a Public
Corporation’s Performance

Most of the existing studies on the relationshigween managerial
discretion and a public corporations performancgumae that owners
(i.e. governments) are the only members in corpmratwho enjoy

exclusive rights to control and monitor the managérhese studies
indicate that, in the absence of any major chamge=xternal control

Mechanism, an increase in managerial discretiorli@n@ decrease in
control by the owners; the result of which is moperating leeway, for
undesirable behavior on the part of the managessa result, a negative
relationship between managerial discretion and hlipucorporation

performance is expected. This relationship howeéweromes unclear
when the right control over the managers are shaeddeen the owners
and some other party or parties whose interests modynecessarily
coincide with the interest of the owners. Exammésuch non-owner
controlling parties include labor organizationsppiiers of materials,

consumers, representatives, environmental acsyitecal communities
and government agencies (Dixit, 1997). In such adea where there
are multiple parties competing for control, the mgers are commonly
called stakeholders.

When there is hon-owner control over managers, gene discretion
may produce a favorable effect on corporate perdmee. If the
objective function of managers is relatively moreline with profit-
maximizing than that of the non- owner controllipgrty, Baumol
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(1959) assumes that managers have incentives tomzaxsales subject
to the constraint of satisfactory profit.
4.3.4 Corporate Governance and managerial Discretn

Corporate governance is the integrated set of nateand external
control mechanism that harmonize manager-sharehaldeflicts of
interests resulting from the separation of owng@rsdmd management
(Williamson, 1984). A common feature of large pubdorporations is
the separation of ownership and control betweenptirecipal and the
agent (Fama and Jensen, 1983).

Agency theorists argue that agency problems ar@® the separation
of ownership and control. Building on an agencyotlyeperspective, we
expect that agency problems can be amplified #rdam context makes
more difficult for the principal to observe and @&l the agent's
behavior.

4.3.5 Managerial Discretion and Deregulation

Deregulation creates a unique context that makes ghncipal’s
monitoring work more difficult, and this amplifieggency problems. In
the transition to a deregulated context, four fectare theoretically
linked to the problems of the principal‘s monitayinrhese are:

(1) The lack of subsidizing monitoring

(i) A high level to managerial discretion,

(i) Increased environmental uncertainty and
(iv) Increased information asymmetry

Deregulation removes much of the subsided mongoaind disciplining
potentials of managerial behavior by governmentneigs. It also
provides managers with more opportunities for @sonary actions
(Frinkelstein, and Boyd, 1998). Government regalatietermines firm
strategy (Grucia and Nath, 1994) and imposes cainstrupon strategic
decisions. It also makes the focus of strategidsaet Government
regulation also decides the focus of strategic sil@tishift away from
mangers to public official (Smith and watts 1992).

4.4  Managers/Shareholders’ Conflicts

A central weakness and source of waste in the lpuipdic corporation
is the conflict between shareholders and managess the payout of
free cash flow that is, cash flow in excess of tremjuired to fund all
investment projects with positive net present valwhen discounted at
the relevant post of capital. For a company to afgeefficiently and
maximize value, free cash flow must be distributedshareholders
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rather than retained. But this happens infrequemidysenior managers
have few mechanisms to compel distribution. Mansgérckholders;
conflicts are introduced by considering the facitthn addition to his
fixed wage, the manager derives utility form bodtaming control and
investing new project:

A common determinant of capital structure arisesmfrmanager-
shareholders conflicts. Managers and shareholderge hdifferent
objectives. In particular, managers tend to vatuestment more than
shareholders do. Graham (2000) holds that debhding can increase a
firm‘s value by reducing the costs associated withconflict.

Managers have incentives to retain cash in paralmse cash reserves
increase their autonomy vis-a-vis the capital matk8hareholders are
at a great advantage in this world, where managésh@tans are
subject to enhanced monitoring by the capital ntarke

4.5 Choice of corporate Governance mechanism

Corporate governance mechanism includes a broaglerah control
mechanism that is frequently used by firms to w@skdgency problems
in the principal- agency relationship. This meckanis calledboards
of directors’ composition.

4.5.1 Board Composition:this has been posed as a key factor in
allowing the board to act as a guardian of shadshel welfare
(Baysinger and Butter, 1985).

The proportion of external directors on the boaad heen argued to be
critical importance. Internal directors who are tiggrants in the
decision-making process have access to informdhanhis relevant to
assessing managerial competence and the stratexgcalility of
initiatives. As such, they are better able to idgnkegitimate and
illegitimate cause of organizational misfortune. wéwer, the critical
problem associated with insiders’ that they usualdy not make an
exhaustive evaluation of the strategic decisiorc@sses before coming
up with a superficial review of managerial actiomkis is often because
CEOs influence internal directors in the decisioaking process
(Patton and Baker, 1987).

In contrast, external directors’ arte board memindrs have never been
employees of the company on whose they sit (Jomes Goldberg,

1982). From the standpoint of the agency theoryjeathe interests of
internal directors are aligned with those of mamagmet, those of
external directors are aligned with shareholdergsiers are viewed as
potentially being able to introduce objectivity teear upon board
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decisions. It has been suggested that an effetibard of directors
should be composed of a greater proportion of matedirectors
(Mizruchi, 1983). It is argued further that sincgegnal directors are not
participants in the decision-making process, theylass likely to be
influence by the CEO; hence unlike internal direstdhey can make
exhaustive evaluations on the actions of managers.

Managers of multinational corporations have ottmrstraints imposed
on them both by the host and home countries. RilOL) lists the
constraints as including:

O A limited number of host countries nationals amptyed in
managerial positions.

0 A subsidiary's export attains a pre-specified amalue.

O A proportion of a subsidiary's inputs will be sligd locally
rather than being imported.

0 The very latest in technology will be used in proabn.

0 A predetermined minimum number of new jobs betedaand

O The local subsidiary of a multinational corporati®MNC) can
have local joint venture partners, and so on.

Hill (2001) also stated that, control by the honoairry is also much

and they include:

I Prohibition of transfer of technology to cerntaiations;

. Prevention of firms from using money raised tine home
country for foreign investment as happened in tfAUN the
1960s;

iii. Increase in the cost of foreign currency thas to be obtained in
order to invest abroad;

iv.  Creation of tax regimes not conducive to inweant abroad.

V. Requirement that all significant foreign invashts obtain
government approval prior to contracts being signd
happened in Japan).

The above and several other forms of control ctristiconstraints on

management discretion.

1]
4.6 Summary

Over the years, managers have exercised significksdretion in
making financial reporting better. However, the usie managerial
discretion faces a lot of impediments these mayapin the form of
conflict between the board members and the shatersl and the
choice of corporate governance mechanism.
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This unit discusses constraints on managerial eliser in public
corporations. The unit open with a definition of athmanagerial
discretion is all about; it proceeds to establighanrelationship between
managerial discretion and a public corporation'sgrenance. Further, it
considers corporate governance and managerialetimey managerial
discretion and deregulation, managers/shareholderiflict, and finally
choice of corporate governance mechanism.

0
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LI:: 4.8 Possible Answers to Self-Assessment Exerci3e(s

Answers to SAEs 1

I Managerial discretion, which refers to execesivability to affect
important organizational outcomes, is a function tioé task
environment the internal organization, and manageri
characteristics. Managerial discretion occurs in bligu
corporations when owners of organization or govesmis enjoy
exclusive control rights over mangers. When thedistea non-
owner control over managers, managerial discretiay produce
a favorable effect on corporate performance, if tigective
functions of managers is relatively more in linethwiprofit
maximization rather than to the non-owner contngllparty.

il. There are five sources of external constraamt managerial
behavior in any system of corporate control. Thosko
potentially hold this power are:

a. Holders of large blocks of shares who use i@atien to use their
voting power to change management or their polidciethey
become dissatisfied.

b. Acquirers of blocks of shares sold by existigigareholders
unhappy with the performance of management.

C. Bidders in the takeover process who promidsugoall the voting
shares of the enterprise.

d. Debtors/Investors, particularly in times ofdicial distress who
act to protect their interests in the company.

e. External regulators and auditors.

The sources of internal constraints:

a. Within the organizational structure of the compahere are groups
who may be able to influence management to chantieigs. The first
of these are the non-executive directors, who ppeiated to the boards
of UK companies to oversee the behavior of the etvex directors.
However, they are normally appointed by the exeeuthanagers and,
therefore, may not be independent in their actionseffective in
constraining executive directors. They are oftem e numbering and
can be outvoted by executive directors.

b. The second of these groups are the ownersaselsblders, who
can exercise their authority at meetings of the wamy or
informally with management. Directors are electédha annual
general meeting of the company. Dissatisfied sldeins can
vote against the re-election of existing executiirectors or seek
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to get nominees elected. They can also vote ageassiutions
proposed by the executive of the company, suchasetrelating
to executive remuneration. In the past this haslydrappened as
shareholders have been passive rather than activ®mpany
affairs and sell underperforming shares. Howeverthe UK
institutional shareholders have become more aativerganizing
coalitions to either influence management behirel shenes or
forcing votes at annual general meetings.

C. The third groups that can influence executivenagers are the
stakeholders within the company. These include eygas of the
firm as well as customers, suppliers, lenders amel lbcal
community. They may do this by expressing theiticisms
concerns either directly to the executives or iediy by
informing shareholders, the media and outside égper
commentators. Investment banks and stockbrokees atfvice to
shareholders on the potential future earnings ®@ctdmpany, and
such comments may help to influence attitudes tdwaumbent
managers.

Answers to SAEs 2

2. Four factors that are theoretically linked e problems of the
principal‘s monitoring in the deregulated contéitese are:

(1) The lack of subsidizing monitoring

(i) A high level to managerial discretion,

(i) Increased environmental uncertainty and

(iv) Increased information asymmetry
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MODULE 4
Unit 1 Globalization of Economic Activities
Unit Structure

1.1  Introduction
1.2  Learning Outcomes
1.3  Globalization of Economic Activities
1.3.1 Meaning of Globalization
1.3.2 Views on Globalization
1.3.3 Semi-globalization
1.3.4 The Strategic Role of Cultures
1.3.5 Dimensions of Culture and EffeatsGlobalization
Strategy
1.4  Summary
1.5 References/Further Readings/ Web Resources
1.6 Possible Answers to Self-Assessment Exercise(s)

@J 1.1 Introduction

The rather abstract fiverllable word —globalizationl is now frequently
heard and debated. Those who approve of globaizatiount its
contributions to include higher economic growth atehdards of living
increased sharing of technologies, and more extensiultural
integration. This unit expatiates on the global@atof economic
activities as especially related to culture.

@ 1.2 Learning Outcomes (LOSs)

By the end of this unit, you will be able to:

. explain the meaning and different views on glolzion
o identify the role of culture in globalization of@wmic activities
. explain the different dimensions of culture and hibvey affect

strategic choices of globalization.
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Globalization of Economic Activities
1.3.1 Meaning of Globalization

Globalization can be defined as the process ofnat®nal integration
arising from the interchange of worldviews, prodidteas, and other
aspects of culture. It is a process by which idelasowledge,

information, goods and services spread around trdwhat increases
world-wide exchanges of national and cultural reses. The term
globalization has been in increasing use since rthé-1980s and
especially since the mid-1990s. In 2000, the IrgBomal Monetary
Fund (IMF) identified four basic aspects of globation: trade and
transactions, capital and investment movements, ratiogm and

movement of people and the dissemination of knogdedFurther,

environmental challenges such as climate changssdyoundary water
and air pollution, and over-fishing of the oceare dmnked with

globalization.

Globalizing processes affect and are affected bginess and work
organization, economics, socio-cultural resourcasd the natural
environment. It is driven by the convergence otuwal and economic
systems. This convergence promotes and in somes gasEessitates
increased interaction, integration and interdepeo€eamong nations.
The more countries and regions of the world becantertwined

politically, culturally and economically the moréopalized the world
becomes. Critics argue that globalization undersim@&ages in rich
countries, exploits workers in poor countries, @ides multinational
enterprises (MNEs) too much power. Three views lobajization are
illustrated in the next subtopic.

1.3.2 Views on Globalization

Depending on what sources you read, globalizatiardcbe:

. A new force sweeping through the world in redames

. A long-run historical evolution since the dawirhaman history

. A pendulum that swings from one extreme to a@offom time
to time

An understanding of these views helps put thingparspective. First,
opponents of globalization suggest that globalwatis a new
phenomenon since the late 20th century, driven bt bhe recent
technological innovations and Western hypocrisygiesd for MNEs to
exploit and dominate the world. While presenting felearly worked-
out alternatives to the present economic ordeeratian an ideal world
free of environmental stress, social injustice, &manded, pundits of
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this view nevertheless often argue that globalwatieeds to be slowed
down if not stopped. Most anti-globalization prages seem to share
this view. A second view contends that globalizaticas always been
part and parcel of human history. Historians arbating whether
globalization started 2,000 or 8,000 years ago. BlNEsted for more
than two millennia, with their earliest traces adgered in the Assyrian,
Phoenician, and Roman empires. International coitigretfrom low-
cost countries is nothing new. In the first centAfy, so concerned was
the Roman emperor Tiberius about the massive gyaotilow-cost
Chinese silk imports that he imposed the worldfstfknown import
guota of textiles. Today's most successful MNEsndb come close to
wielding the historical clout of some MNEs suchBagain‘s East India
Company during colonial times. In a nutshell, glazdion is nothing
new and will always march on. A third view suggebist globalization
is the closer integration of the countries and peopf the world, which
has been brought about by the enormous reductiothefcosts of
transportation and communication, and the breakiogn of artificial
barriers to the flows of goods, services, capitalpwledge, and (to a
lesser extent) people across borders. Globalizasioreither recent nor
one-directional. It is, more accurately, a proc@sslar to the swing of a
pendulum. This notion of globalization probably raakhe most sense
because it helps us understand the ups and dovgishbzlization.

1.3.3 Semi-globalization

Most measures of market integration (such as tradd FDI) have
recently scaled new heights but still fall far shaf complete
globalization. In other words, what we have may lakeled semi-
globalization, which is more complex than extrenoédotal isolation
and total globalization. Semi-globalization suggesitat barriers to
market integration at borders are high, but nothhignough to
completely insulate countries from each other. Sglothalization calls
for more than one way of doing business around globe. Total
isolation on a nation-state basis would suggesicalization strategy
(treating each country as a unique market), arad gpobalization would
lead to a standardization strategy (treating thieeeworld as one market
one size fits al). However, there is no single right strategy ia #orld
of semi- globalization, resulting in a wide varieif experimentations.
Overall, (semi)globalization is neither to be opgehs&s a menace nor to
be celebrated as a panacea; it is to be engaged.

1.3.4 The Strategic Role of Cultures
Globalization is affected by different culturaltssgs. An understanding

of the complexity and diversity of this environmanvariable and the
impact on institutions is very important. Culturancbe defined as the
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collective programming of the mind which distindués the members of
one group or category of people from that of anotiMhile many ways
exist to identify dimensions of culture, the worfktloe world‘s foremost
cross-cultural expert, Geert Hofstede, a Dutchgssdr, has become by
far the most influential. He and his colleagues ehgroposed five
dimensions: power distance, individualism (and emdll/ism),
masculinity (and femininity), uncertainty avoidan@nd long-term
orientation.

1.3.5 Dimensions of Culture and Effects on Globalation Strategy

First, power distance is the extent to which lessvgrful members

within a country expect and accept that power sritiuted unequally.
For example, in high power distance Brazil, thehest 10% of the
population receives approximately 50% of the natiomcome, and

everybody accepts this as the way it is. In low podistance Sweden,
the richest 10% gets only 22% of the national ineo®olicitation of

subordinate feedback and participation, widely pecad in low power

distance Western countries, is regarded as a $igreak leadership and
low integrity in high power distance countries sumh Egypt, India,

Mexico, and Russia.

Second, individualism refers to the perspective tha identity of an
individual is fundamentally his or her own, whereadlectivism refers
to the idea that the identity of an individual isnparily based on the
identity of his or her collective group (such asnily, village, or
company). In individualistic societies (led by thmited States), ties
between individuals are relatively loose and indiinl achievement and
freedom are highly valued. In contrast, in collgsti societies (such as
many countries in Africa, Asia and Latin Americd)es between
individuals are relatively close and collective @oplishments are often
sought after. Because entrepreneurs are usuallingvito take more
risk, individualistic societies tend to foster felaly more
entrepreneurship, whereas collectivism may resultelatively lower
levels of entrepreneurship.

Third, the masculinity versus femininity dimensiogfers to sex role
differentiation. In every traditional society, metend to have
occupations that reward assertiveness, such ascols, soldiers, and
executives. Women, on the other hand, usually work caring

professions such as teachers and nurses in addigonbeing

homemakers. High masculinity societies (led by dapeontinue to

maintain such a sharp role differentiation alongdgr lines. In low
masculinity societies (led by Sweden), women insiregly become
politicians, scientists, and soldiers and men fealy assume the role
of nurses, teachers, and househusbands. The gfoabtmanager in
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masculine societies is assertive, decisive, andreagiye (only in
masculine societies does this word carry a positeanotation),
whereas the stylized manager in feminine socieigedess visible,
intuitive rather than decisive, and accustomed&kmsg consensus.

Fourth, uncertainty avoidance refers to the exterwhich members in
different cultures accept ambiguous situations &rerate uncertainty.
Members of high uncertainty avoidance cultures fgdreece) place a
premium on job security, career patterns, andem@mt benefits. They
also tend to resist change, which, by definitios, uncertain. Low
uncertainty avoidance cultures (led by Singapore)caaracterized by a
greater willingness to take risk and less resigancchange. Managers
in low uncertainty avoidance countries (such asaGBgitain) rely more
on experience and training, whereas managers ih hbigcertainty
avoidance countries (such as China) rely more t@s rand procedures.

Finally, long-term orientation emphasizes persavegaand savings for
future betterment. China, which has the world‘sglest continuous
written history of approximately 5,000 years ande thhighest

contemporary savings rate, leads the pack. Onttier dand, members
of short-term orientation societies (led by Pakiytarefer quick results
and instant gratification. Cultures with a longateorientation are likely
to nurture firms with long horizons in strategieumhing.

Self-Assessment Exercise

What is Globalization? And state the different vgew
List and explain the five dimensions of Culture.

19

1.4 Summary

Overall, there is strong evidence pointing outgtrategic importance of
culture on globalization of economic activities.nSivity to cultural
differences can not only help strategists betteteustand what is going
on in other parts of the world, but can also awdidtegic blunders. In
addition, while what is differehtcross-culturally can be interesting, it
can also be unethical and illegal all dependingtioa institutional
frameworks in which firms are embedded. Thus, itmperative that
current and would-be globalization strategists beara of the
importance of business ethics.

This unit tackled globalization, the close integmatof peoples and
countries around the world, by focusing on cultuBome view
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globalization as a recent phenomenon, while othet®ve that it has
been evolving since the dawn of human historyslisiiggested that
globalization be best viewed as a process simitartite swing.
Strategists, according to Sun Tzu, need to knowntiedves and know
their opponents. In light of the fact that globation has its dark side
current and would be, strategists need to know #edras, especially
their hidden pro-globalization bias. Culture is theollective
programming of the mind that distinguishes the meralof one group
or category of people from another. According tofdtede, national
cultures have five dimensions: power distance,
individualism/collectivism, masculinity/femininity,  uncertainty
avoidance, and long-term orientation. Each has ssigrgficant bearing
on strategic choices.

Peng, M. W. (2009)Global Strategy (2™ ed.) South-Western Cengage
Learning.

1.5 References/Further Readings/Web Resources

Hofstede (1997). Cultures and Organizations.

Husted, B. (2003). Globalization and cultural chang international
business research, JIM.
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LI:: 1.6 Possible Answers to Self-Assessment Exerci$e(s

Answer to SAEs

1.

Globalization can be defined as the processntdrnational
integration arising from the interchange of worklvs, products,
ideas, and other aspects of culture. It is a psobgswvhich ideas,
knowledge, information, goods and services spreadna the
world that increases world-wide exchanges of natioand
cultural resources. etc.

Views on Globalization
Depending on what sources you read, globalizatiaridcbe:

174

A new force sweeping through the world in redames

A long-run historical evolution since the dawirhaman history
A pendulum that swings from one extreme to a@offom time
to time

Dimensions of Culture and Effects on Globaliz&in Strategy
First, power distance is the extent to which lessverful
members within a country expect and accept thatepois
distributed unequally. For example, in high powastahce
Brazil, the richest 10% of the population receiagproximately
50% of the national income, and everybody accedpts ds the
way it is. In low power distance Sweden, the rithE3% gets
only 22% of the national income. Solicitation ofbsudinate
feedback and participation, widely practiced in |gyower
distance Western countries, is regarded as a sigmeak
leadership and low integrity in high power distarmmuntries
such as Egypt, India, Mexico, and Russia.

Second, individualism refers to the perspective tha identity of
an individual is fundamentally his or her own, wdes
collectivism refers to the idea that the identifyaa individual is
primarily based on the identity of his or her coliee group
(such as family, village, or company). In individisac societies
(led by the United States), ties between individwak relatively
loose and individual achievement and freedom aghlpivalued.
In contrast, in collectivist societies (such as ynaountries in
Africa, Asia and Latin America), ties between indivals are
relatively close and collective accomplishments @ten sought
after. Because entrepreneurs are usually willingke more risk,
individualistic  societies tend to foster relativelynore
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entrepreneurship, whereas collectivism may resultelatively
lower levels of entrepreneurship.

Third, the masculinity versus femininity dimensiogfers to sex role
differentiation. In every traditional society, metend to have
occupations that reward assertiveness, such ascois, soldiers, and
executives. Women, on the other hand, usually work caring

professions such as teachers and nurses in addigonbeing

homemakers. High masculinity societies (led by dapeontinue to

maintain such a sharp role differentiation alongdg lines. In low
masculinity societies (led by Sweden), women insiregly become
politicians, scientists, and soldiers and men feadly assume the role
of nurses, teachers, and househusbands. The gfoabtmanager in
masculine societies is assertive, decisive, andreagiye (only in

masculine societies does this word carry a positeanotation),

whereas the stylized manager in feminine socieigedess visible,

intuitive rather than decisive, and accustomed&ksg consensus.

Fourth, uncertainty avoidance refers to the exterwhich members in
different cultures accept ambiguous situations t&erate uncertainty.
Members of high uncertainty avoidance cultures fgdreece) place a
premium on job security, career patterns, andemint benefits. They
also tend to resist change, which, by definitios, uncertain. Low
uncertainty avoidance cultures (led by Singapore)caaracterized by a
greater willingness to take risk and less resigancchange. Managers
in low uncertainty avoidance countries (such asaGBgitain) rely more
on experience and training, whereas managers ih higcertainty
avoidance countries (such as China) rely more t@s rand procedures.
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Unit 2 Effect of ICT in the Management of Organizatons
Under Different Cultural Settings

Unit Structure

2.1  Introduction

2.2  Learning Outcomes (LOSs)

2.3  Effect of ICT in the Management of Organizasio
2.3.1 ICT Effect in Management
2.3.2 Organizations and Different CultiBattings
2.3.3 Intercultural Management
2.3.4 Categories of World’s Cultures

2.4  Development of Comparative Management

2.5 Summary

2.6  References/Further Readings/Web Resources

2.7 Possible Answers to Self-Assessment Exercise(s)

@2.1 Introduction

Management has evolved over these years and iRthisentury ICT
(Information Communication and Technology) has cante play to
drive globalization in management and businesstfeet of ICT in the
management of organizations under different cultsedtings will be
discoursed and evaluated to assess the level @iviewment in the
current dispensation.

@ 2.2  Learning Outcomes (LOS)

By the end of this unit, you will be able to:

discuss the effect of ICT in management
explain intercultural management

identify some categories of cultural

state the focus of comparative management.

2.3  Effect of ICT in the Management of Organizatins
2.3.1 ICT Effect in Management

According to Murgatroyd and Morgan (1994)The key to success is
communication, Information communication Technold¢tyT) and the
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development of a culture dedicated to making visaoreality through
actively pursuing a focused strategy dedicated éeting and exceeding
customer needs; According to Oxford Advanced legigictionary, it
is the study of the use of computers, the intern@teo and other
technology as a subject communication is essefatiadhe existence of
societies and organizations as an instrument ofakaateraction. It
includes all digital technology that assists pepgtesinesses and
organizations in handling data. It involves the uske computer
hardware, software and telecommunication devicestdre, manipulate,
convert, protect, send and receive data.

Just like every other spheres of life Managementdtguired a radically
new flavor in the twenty — first century. The Infoation and

Communication Technology (ICT) revolution has tfanwied the ways
in which ideas and information are recorded andramicated inter-
Management organization. (The tern Information hedbgy (IT) was

used for everything to do with computers with thevgh of electronic
communications it became (ICT) Information and Camioation

Technology (ICT) is the pivot of modern governmgnganization and
Management) there is increasing usage of compuennblogy in

organizations. This is a major component of the@nmfation age. The
effect in management in so pronounced that computérvorks have
been used to work more closely with supplies argtocaers (Inter) the
information age has led to the development of nelivdry channels,
like internet services with the organization (iftFEagbemi 2006) The
adoption of this ICT led to convenient and effitcieavays for citizens
and businesses to communicate within organizatiod ® receive
services.

The amount of paper work in organizing business feasiced, thus
giving way to paperless organization. That is tlee wf computer
whereby information can be passed both within &gntand outside
(inter) the organizations without using much paper.

In fact computer has profound effect (impact) upbe practice of
management. It has made possible more efficientrnmdtion processing
and problem solving in business and other orgaioizatand has been
highly instrumental in advancing management knogeed

Information Communication Technology (ICT) is inasingly
becoming the key to national economic manageméettmg virtually
every industry and service. It difficult to naméuasiness that does not
depend on the effective use of information.

The designing of product and services trading @asgonding to market
demands and or making a well-informed decision dép® ICT. It has
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changed the world more permanently than any oteehnblogy in
history and will transform civilization so far.

Environmental trends like globalization and heigle# international
network and competition are speeding the movenmmiard increased
ICT use in originations.

SELF ASSESSMENT EXERCISE 1

For global management what is the key role of ICT?

2.3.2 Organizations and Different Cultural Setting

All organizations have some function to perfornonder to achieve the
objectives of which they were established to previ@rganizations
enable objectives to be achieved that could notableeved by an
individual effort with team work (cooperative actjomembers of an
organization can provide a synergistic effect. Ehane different types of
organizations set up to serve different purposexder to meet several
needs. They come in all forms, shapes and sizegerpeises like hotel,
school, shops, hospital, banks, government offieies The structure,
management and functions of these organizationsimahe nature and
types of the organization, their respective goald abjectives and the
behavior of the human resources in them.

It is worthy of note that our society in influencdy leaders and
managers in organizations as the care of educaegple in
public/private schools, purchase of products andviges from
organizations and the influence of various govemnagencies which
are organizations. That is an organization in éefias a group of people
working together in a structural and coordinatettitan to achieve a set
of goals. The goals may include such things asitptbe discovery of
knowledge, national defence, the coordination afouss local charities
or social satisfaction (Enikanselu & Oyende 2009).

Furthermore, they quoted that organizations areemguof individuals
who work together to achieve the goals or objestitreat are important
to these individuals. Organizations the summeddargces for pooling
and harnessing talents and ability together inteféective whole that
can achieve for them some desired objectives. lthés bedrock of
building developing and maintaining a structure the working

relationship in order to accomplish the objectivdsthe organization
(enterprise). Despite the differences among variaganizations and
their goals, there are however, there are threentmmfactors that
introduce management of organization through caltusettings.

(Enikanselu & Oyende 2009), there are people olvgsand structure.
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The interaction of different people enhances théieaement of
objectives set, which forms the basis of an org#iun. Appropriate
structures in place are needed by people’s intereinterplays not
minding the ethnic cultural affiliations that afébrchanneling and
coordination of activities (Operations). The lew#l management and
other available resources come into play, orgaioizeds a system is a
set of things connected or interacting so as tonf@omplex unity
according to plan. The concept of a system can la¢ésoegarded as a
series of inter-related and inter-dependent pantssab-system(s)
affect(s) the whole classification of environmerg aumerous including
market, technology, economic political/legal, soaaltural among
others. We will consider mainly socio-cultural etoviment in this unit.
It consists of factors related to human relatiopsivithin a society.
These relationships are learnt and shared beha¥igroups of human
beings which have a bearing on the business ofgenazation. Some of
the factors are demographic characteristic pomratits density &
distribution immigration etc. socio-cultural conesr — pollution,
corruption etc, socio-cultural attitudes and valuexpectation of society
from business, beliefs etc, Family structure andnges in it, gender
roles/position of men, women, adolescent, etc, eshacational levels,
work ethics of members in the society, awarenesgbfs etc.

The socio-cultural environment primarily affects ethstrategic

management process within the organization. Stat®gnagers seem
not to be aware of the impact of the socio-cult@m@ironment, which

changes take place very slowly, with no seeming éadliate and direct
impact on short-term decision.

2.3.3 Intercultural Management

Inter-cultural management is the combination of denlge, insights
and skills which are necessary for adequately dgaliith national and
regional cultures and differences between cultuaésthe several
management (W. Burggraaf). This is evidence in MNigewhere

ethnicity abound spelling out people with differentltural and

traditional background coming together to form diama For example
the method of greetings/salutation differ from andture to the other,
while others genuflect, others kneel, others ligsdowhen others from
a different culture do not perform these gestumsabse it is not their
custom it is regarded as insubordination or notdpéoyal. It takes time
to adjust/assimilate and it is incumbent on the agen to understand
this difference or mouse decision will be takentloa subordinate. The
manager to blend the human resources must apmetiarse cultures,
multi-culture, multicultural teams, cross-borderrgess and acquisition,
cultural adjustment, international careers as ferlaxge multination

corporation are concern.
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2.3.4 Categories of World’s Cultures

o Liner activities: these categories of culture drese who play
schedule, organize, pursue action chains and dotling at a
time. The Germans and Swiss are in this group.

o Multi-actives — are those lively, loquacious pegphleho do many
think at once, planning their activities not acéogdto a time
schedule, but according to the relative thrill mportance that
each appointment brings with it. Italians, Latinm@ricans and
Arabs belong to this group.

o Reactive — are those cultures that prioritize @sytand respect
listening quietly and calmly to their interlocutoasd reacting
carefully to the other side‘s proposals. Chinespadese and
Finns are in this group. (When cultures collidetfaicd Lewis).

In advanced cultural nation like Nigeria one catnitaite each of the
geo-political to one or more of the quality abowebeehavioral pattern
will express. North- east & North- West, South- ty&orth-central and
South- East/South-South.

This introduces diversity management is the redeni and
valorization of individual differences. This contegncompasses
acceptance and respect, seeing individual as unigo®gnizing
individual differences. These can be reasoned atbagdimensions of
race ethnicity, gender, sexual orientation, socimremic status, age,
physical abilities, religious beliefs, politicalllzs or other ideologies.

Self-Assessment Exercise 2

Identify some categories of culture in countriesnfment) as applied t
rust approach.

[®)

2.4  Development of Comparative Management

To start with comparative management focuses insthmlarities and
differences among business and management systems different
contexts. We live in a globalized world and theees lio be different
strategies developed in management to tackle isthasdevelop in
international business to enhance economies ok,secabrket share,
drive’s for globalization in sales, production, easch and development
ensuring increasing need for international contdeaming in mind
differences in culture. The way an Asian e.g. Cébiiéapanese gives
consent is different from the way an African e.ggétian/Ghanaian
gives consent is different and need to be studied @econciled in
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comparative management. Comparative managemerysasdhe extent
to which management principles are applicable frome country to
another. Since the leader in the development ifagament principles is
the United States comparative management seeksetwerntine the
applicability of American know how to foreign losalAlthough the
concept of comparative management is evolved in fikdies it
continues to be the subject of considerable debate.

A vital question for international business seem®ée to what extent

can American principles, practices and general khow be transferred

effectively to other countries at what cost, anavtaat degree and extent
is the overall process and effectiveness of managemonstrained by
cultural variable? There is need to consider diffiees in areas and
functions of management and in some key aspectshwdre central to

the process of aging business such as:

1 Centralized vs decentralized decision-making:

There is variation across national culture in thdemt to which
important orgtual decisions are made by senior arsaor whether
decisions are made down the line with authorityodead.

1 Safety Vs Risk

In some cultures, managers have a very low tolerahcincertainty and
manage in ways to control this. In others, thereaisnuch greater
tolerance of uncertainty and much greater riskrAgki

) Individual Vs Group Rewards

In some cultures, there is emphasis on rewardindivigual
achievement. Irother cultures the emphasis is on rewarding themro
collectively.

) Informal vs formal procedures
In some cultures, there is considerable use ofrim& procedures. In
others formal procedures are very important.

1 High vs Low Organizational Loyalty
In some cultures, people identify less with themgamization or
employer and more with their occupational grouprafession.

1 Cooperation vs competition

Some cultures emphasis cooperation in the organizabthers faster
completion know-how related to the different mamaget functions
(Leading, planning, organizing, motivating staffc @vhich a manager
considers with cultural background). More objectiveeasures are
brought to them for in making managerial decisiovith respect to
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compensation, objectives, goal setting, etc. inetigping countries;
subjective judgment (emotions, religious beliefsffem come into
decision making process in developing countries.

There are similarities and differences among theagars around the
world. Similarities are explained in terms of intiadization of
industrial sub-culture. Differences are explainedterms of cultural
variables — as earlier stated. The cultural fachoesconsidered the more
important influencing variables (Google). All algntpere have been
different types of cross — cultural managementaeseon parochialism
ethnocentric, polycentric, comparatives, geocengind synergistic
studies. The main result of these various resestiolvs that there is no
one way of doing things. The principle of equi-fibaapplies to the
function of social organizations, managers mayeaahpgiven objectives
through various methods.

Economic transition takes place in all nationsudahg Nigeria. There is
need for restructure of the system of thinking céreomic behavior of
persons aims for efficiency of national economid$e level of
competitiveness of Nigerian enterprises/firms w#pend of the ability
of managers to apply the best practices of inteznat management,
understanding and managing cultural differences.tiis context,
comparative management will be useful for managersteient as well
as for those in economic faculties and businesslgsolLet’'s focus on
analyzed along essential threats of managemenhdnehterprise of
Europe, Asian, America and African (Nigeria in partar). This point
to main differences/similarities resulting from qoanison of
management in these countries (continents) fumgtioontent and
methodology of comparative management which arectite concepts
of culture and their influence upon the performaotenterprises/firms.
In Europe, culture is complex of the national crétsimilarities and
differences.

Erman, French and British management general argaon of

enterprise management system is invoked plus pmatice

management decision making process. Japanesep@ciics vision on
organization. They concentrate on specific waysdmmunication and
emphasis on organization structure etc.

America management culture concentrates on dynaafitse orgtual
values and objectives, predominance of pyramidgloor structure and
integration of decision and informational elements.

International management tendencies moves towalesbifity of

management systems, high motivational of managemthods,
management information, formative and participathenagement.
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2.5 Summary

In comparative management, ICT has enormous efiactthe
management of organization under different cultgrdtings no matter
the country or continent.

In this unit, you have learnt of the ICT effectniranagement, different
cultural settings in organization; discussed inikuzal management and
categories of world cultures and explained the hg@ment of
comparative management.

0
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LI:: 2.7 Possible Answers to Self-Assessment Exercige(

Answers to SAEs 1

1.

184

For global management, the role of ICT:

Information Computer Technology (ICT) includes digital
technology that assists people, businesses ancdhipatjans in
handling data. It involves the use of computer har, software
and telecommunication devices to store, manipulatevert,
protect, send and receive data. Management hasiredqa
radically new flavor in the twenty — first centurylThe
Information and Communication Technology (ICT) riexmn
has transformed the ways in which ideas and inftiomaare
recorded and communicated inter-Management orgéonza
(The tern Information Technology (IT) was used éwerything
to do with computers with the growth of electronic
communications it became (ICT) Information and
Communication Technology (ICT) is the pivot of made
government (organization and Management) theredseasing
usage of computer technology in organizations. T$ia major
component of the information age. The effect in agment in
so pronounced that computer networks have been toseark
more closely with supplies and customers (Intee)itfformation
age has led to the development of new delivery chkzn like
internet services with the organization (intra) beagi 2006) The
adoption of this ICT led to convenient and effidciamays for
citizens and businesses to communicate within azgéon and
to receive services.

The amount of paper work in organizing business redsiced,
thus giving way to paperless organization. Thathis use of
computer whereby information can be passed bothinv{intra)
and outside (inter) the organizations without usimgch paper.

In fact computer has profound effect (impact) uploa practice
of management. It has made possible more effigidnotmation
processing and problem solving in business and rothe
organizations and has been highly instrumental dwaacing
management knowledge.

Information Communication Technology (ICT) is inasengly
becoming the key to national economic manageméfectamg
virtually every industry and service. It difficuto name a
business that does not depend on the effectivefusérmation.

The designing of product and services trading @sponding to
market demands and or making a well-informed decisiepend
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on ICT. It has changed the world more permanertgntany
other technology in history and will transform ¢ixation so far.

Environmental trends like globalization and heigle
international network and competition are speeditie
movement forward increased ICT use in originations.

Answers to SAEs 2

2.

Categories of World’s Cultures

Liner activities: these categories of culture drese who play
schedule, organize, pursue action chains and dotling at a
time. The Germans and Swiss are in this group.

Multi-actives — are those lively, loquacious pegphlho do many
think at once, planning their activities not acéogdto a time
schedule, but according to the relative thrill mportance that
each appointment brings with it. Italians, Latinm@ricans and
Arabs belong to this group.

Reactive — are those cultures that prioritize tEsy and respect
listening quietly and calmly to their interlocutoasd reacting
carefully to the other side‘s proposals.

Chinese, Japanese and Finns are iigitbig.

185



BUS 810 COMPARATIVE MANAGEMENT

Unit 3 Comparative Management of Corporate Bodie
And Non-Profit Organizations

Unit Structure

3.1 Introduction
3.2 Learning Outcomes (LOS)
3.3 Comparative Management of Corporate Bodied\omdProfit
Organizations
3.3.1 Management of Corporate Bodieswow-Profit
Organization
3.3.2 Introduction to Corporate Bodies
3.3.3 Introduction to Non-Profit Orgartioa
3.3.4 Structure of Corporate Bodies aotRrofit
Organization.
3.4 Differences between Corporate Bodies and NoxfitP
Organization
3.5 Similarities between Corporate Bodies and Raoufit
Organization
3.6 Summary
3.7 References/Further Reading/Web Resources
3.8 Possible Answers to Self-Assessment Exercise(s)

A
&JS.l Introduction

This unit will take you a step further into the qoamison of
management of corporate bodies and non-profit azgéon. In this
unit, the focus is on the meaning of corporate &dind non- profit
organization, the structure of corporate bodies #rat of non-profit
organization, the differences between corporatedsodnd non-profit
organization, and the similarities between corpodaddies and non-
profit organization.

@ 3.2 Learning Outcomes (LOS)

By the end of this unit, you will be able to:

. define a corporate organization

o explain what non-profit organization is

. examine the structures of corporate bodies and pmofi-
organization

. identify the similarities between corporate bodiesl non-profit
organization

. discuss the differences between corporate bodigshan-profit

organization.

186



BUS 810 COMPARATIVE MANAGEMENT

3.3  Comparative Management of Corporate Bodies @h
Non-Profit Organizations

3.3.1 Introduction to Corporate Bodies

Corporate body means the same as corporate orgjangzaCorporate
bodies is any established legal entity or an omgin or an association
of company, person, government agency or instigti@n organization
or group of persons that is identified by a patdcuname, address, and
that acts, or may act, as an entity. Corporaterozgéions exhibit some
high level of management functions such as plannaogprdinating,
controlling, and directing. They have line of stafganization, authority
and relationship, power and influence and sournddienits of authority
in such organizations (Robert, 1960). Typical exE®smf corporate
bodies are associations, government agencies, iogdig bodies,
churches, banks, companies and conferences. Coeploody operates
within the Act establishing their setting, struetuand formation.
Corporate bodies are well planned and establisbeddl organizations
of group behavior designed to achieved a predeterngoals and
objectives. These are organizations that estallisbgical patterns of
interrelationships among members of group, secuteargages of
specialization or division of labor, and coordinaetivities of the
components parts (Massie and Douglas, 1977). Catpdrodies have
organizational designs and are fixed and will neeguire a change.

3.3.2 Introduction to Non-Profit Organization

Non—profit organization is corporations or assoecie that conduct
business activities and social services for theebemf the general
public without shareholders and without a profittive.

They can also be referred to as an incorporate@nizgtion which
exists for educational or charitable reasons, arainfwhich its
shareholders or trustees do not benefit financidlhyy money earned by
a non-profit organization must be retained by trganization, and used
for its own expenses, operations, and programs. yMaon-profit
organizations also seek tax exempt status, andatsaybe exempt from
local taxes including sales taxes or property taf@g and Steven,
(2001). All Non- Governmental Organizations (NGQJI§ under the
category of non- profit organization. A Well-knownon-profit
organization in the United State of America is Hueitat for Humanity
American Red Cross organization. Generally, a nafitporganization
is one that reinvests any revenues in activitias filnrther the mission of
the organization. Non- profit organization does nave shareholders or
pay dividends.
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Most non-profit organization operates in an infornveay that is,
without organizational structural. Most people ddas "non-profit" to
imply a specific designation from the Internal Rewe Service. Non-
profit organizations come in a variety of sizesssions and fields, but
all non-profit organizations have similarities ineir legal status, tax
requirements and charitable purposes. Non-profitp@@tions are
created according to state law. Like for-profit manations, non-profit
corporations must file a statement of corporateppse with the
Secretary of State and pay a fee, create arti¢lesorporation, conduct
regular meetings and fufill other obligations tchigwe and maintain
corporate status. The activities of non-profit @ygiions are regulated
more strictly than the activities of other corpaas. Non-profit
corporations cannot contribute to political campaigand they cannot
engage in a substantial amount of legislative |aidpy

There is a difference between profit driven orgatan and non-profit
driven organization. The non-profit corporationdfeti from profit-
driven corporations in several respects (Ott ardet, (2001).The most
basic difference is that non-profit corporationarat operate for profit.
That is, they cannot distribute corporate incomeshareholders. The
funds acquired by non-profit corporations must stéfiin the corporate
accounts to pay for reasonable salaries, expeasésthe activities of
the corporation. If the income of a corporationrgsito the personal
benefit of any individual, the corporation is calesied to be profit
driven. Salaries are not considered personal kienieficause they are
necessary for the operation of the corporation. eéxcessive salary,
however, may cause a corporation to lose its nofitpstatus. Non-
profit corporations are exempt from the income saiteat affect other
corporations but only if they conduct business esigkly for the benefit
of the general public. State laws on corporaticery rom state to state,
but generally states give tax breaks and exemptimnsionprofit
corporations that are organized and operated dxelysfor either a
religious, charitable, scientific, public safetytetary, or educational
purpose, or for the purpose of fostering intermatlo sports or
preventing cruelty to children or animals. Nonprafiganizations may
charge money for their services, and contributidas tax-exempt
nonprofit organizations are tax deductible. Thednal Revenue Service
must approve the tax-exempt status of all nonparianizations except
churches.

However, a vast number of organizations qualifynasprofit status
under the various definitions. Non-profit organiaas include churches,
soup kitchens, charities, political associationgjsiibess leagues,
fraternities, sororities, sports leagues, Collegasd Universities,
hospitals, museums, television stations, symphomaied public interest
law firms. The numbers of nonprofit corporationvéa&ontinued to be
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on the increase since the twenty-first century aygnto the levels of
activities and services rendered to the public.h@digh nonprofit
corporations cannot produce dividends for investdrey provide
income for the employees, and they foster work Ileaiefits the public.

In Nigeria, the following is list of reputable ngmefit organizations;

- The Pearl Awards is an initiative of CITC Groupieh coordinates the
dual activities of the Pearl Public Lecture and Amnual Pearl Awards
Nite, a forum to reward companies quoted on theehdp Stock

Exchange for outstanding operational and stockoperdénce, in order to
enhance the vibrancy, growth and development ofGhgital Market.

This organization is based in lkeja, Lagos and jples/public and social
services.

- The United Nation Children Fund; based in Ikdyagos provides
public and social services for growth and developmef
children.

- Foundation for Efficient Human Development; tbiganization
is based in Abuja and function as a public andad®arvices and
non-governmental organization.

- Hismifortrez Foundation; based in Port Harcoamd provides
public and social services

- Journalists Against Aids(Jaaids) Nigeria alsosdoh in Port
Harcourt and provides public and social services

- National Council for Women Society; based in KsafAbuja and
provides public and social services

- Civil Society Legislative Advocacy Centre; based Garki,
Abuja and provides public and social and nongovemial
services. It also provides the services of humgint advocacy.

- Targo; based in Garki, Abuja and rendered sumlvices as
management programs, youth empowerment along withiq
and social services

- The Albino Foundation; based in Garki, Abujgibvides public
and social services and along with nongovernmesetaiices.

- Ageless Physiotherapy Clinic; based in Lagogpravides public
and social services along with nongovernmentalisesy
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Self-Assessment Exercise 1

Explain what non-profit organization is.

3.3.3 Structure of Corporate Bodies and Non-ProfiDrganization.

Different structures exist between the corporatdidm and the non-
profit organizations. Non -profit organizations kagn informal or a
mixed formal organizational structure. Non-profitrganizations
generally have a two-tiered hierarchical structemmsisting of a Board
of Directors and Program Directors. The Board ofebliors is usually
comprised of community leaders and professionalthénfield. Many
states have specific requirements for the composiof Boards of
Directors and programmatic staff, in addition toe thfederal
requirements. Corporate organizations on the dtaed have a planned
formal organization structure and command of authofhe Board of
Directors takes decisions from the stockholdersaetdrmines what the
organizational goals and objectives are. Managiimgdibrs, Managers,
Supervisors and others categories of operative eyaps are recruited
to accomplish the organizational goals and objestiv Their
organizational structure is fixed and will nevequee a change unless
with prevailing circumstances. The requirements obrporate
organization are the same everywhere.

As corporate organizations grow, the componentssgdagcome more
complex, the technology changes, more expertise atehtion are
needed (Ott and Steven, (2001).

3.4 Differences between Corporate Bodies and Norrédit
Organization

The differences that exist between corporate bodied non-profit
organizations are in their setting, formation atrdctures as follows:

Setting:

1. Corporate organization is a legal entity esshled for profit
driven and oriented making e.g. organization, bardmpany,
institution, churches, communication etc while noveyrnmental
organization is a non-profit driven and orienteditgn

2. Corporate organization structure is more formebmplex,
coordinated and with more technology involved whilenon-
profit organization there exhibits a mixed of fotraad informal.
Non-profit organizations have a two-tiered hierécahstructure,
consisting of a Board of Directors and Program Qoes.
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Corporate organizations provide more of quialitaand essential
services, while non-governmental organization ptesimore of
public and social services as well as Non-governaléanctions.

Corporate organizations are established witgh hidegree of
accountability and efficiency which may not be tiase of non-
profit organization.

Formation:

1.

Funds acquired by non-profit corporations mataly within the
corporate accounts to pay for reasonable salaigsnses, and
the activities of the corporation while that fronorgorate
organization may be used within and outside thammation.

Corporate organizations are mandated to passtaased on the
schedules of duties and income generated whileow@rgmental
organization may be or are exempted from variokssa

Corporate organization is opened to more gitic (either
constructive or otherwise) while the nongovernmienta
organizations are not all that prune to frequeiticem as their
operations are not widely known

Requirements for the establishment of non-prafganizations
varies from one state to another depending on tlesaging
conditions while is the same everywhere for -corfra
organizations.

Structure:

1.

The size of corporate organizations is usualiger than those of
nongovernmental organizations. Many non-profit orgations
structures do not extend beyond their locality.

Recruitment into corporate organization is dase geographical
spread in most cases and is mostly on merit irctse of
applicant's state of origin.

Personnel procurement in corporate organizaigodone by a
centralized body or agency while in non-profit argation;
individual organization is responsible for the tigiof its staff.

Decision making in corporate organization isteol by the

Board of Director and Managing Directors while the
Shareholders control non-profit organizations.
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3.5 Similarities between Corporate Bodies and NorfiPro
Organization

The similarities that exist between corporate b®dad non-profit

organizations are as follows:

1. Both Organizations are guided in differing extby government
Circular, Gazette, Bulletins, Constitution etc. Thegulations
ensure both organizations have an enabling envieomnio
perform.

2. Predetermine goals and objectives: Both orgdiozs are
established to accomplish a predetermine goal®hjattives.

3. Organizational Structure: Both organizationalsgess internal
structure (formal or semi-formal) that may be hienécal in
structure. They should also contain chain of conuthamity of
control, etc. for efficiency and effectiveness efvice delivery.

4. Act of establishment: Both organizations ateldshed by an act
established through the Act of Parliament, with Sauational
provision of their services to the three tiers @¢grnment

5. Recruitment, discipline, dismissal and prommotimto these
organizations are the responsibility and discretioh the
organizations.

6. Both organizations exist simply to render goaals social
services, profit and non- profit making and thassattion of the
public through their various activities, progranmsi groducts etc.

7. Both organizations source for capital for ofieres either
internally and externally from the public throughetsales of
shares and grants etc

Self-Assessment Exercise 2

Differentiate between Corporate Bodies and NoniP@riganization.

7\

Yo/

3.5 Summary
From the foregoing discussion on comparison of canmspn

management of corporate bodies and non-profit azgéon, we can
deduce that there exist some levels of similaritiethe performance of
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their duties. Both operate by coordinating and aing of human and
material resources for the production of goods andial services.
Corporate bodies are well established legal engityorganizations
mostly for profit-driven making and for the prowsi of essentials goods
and services while non-profit organizations are fot profit-driven
making, but for the provision of public and socsarvices. Corporate
bodies have a well-established formal organizatiataicture with a
chain of command of hierarchy to provide goods aedvices in a
profitable manner. Both organizations have condgiof services and
source for personnel in a common market

In this unit, there exist some levels of differemdeetween corporate
bodies and non-profit organizations. The differenaee mostly felt in

the features of these organizations. Corporatedsodnd organizations
are out for profit making irrespective of the sees rendered. The
differences between corporate bodies and non-pryadénizations are in
the setting, structure and formation of these amgdions. There also
exist some levels of similarities between the twgamizations in terms
of conditions of service, personnel managementadhdr operations of
these organizations.

Barrett, D. W. (1996). A Call for More Lenient Dater Liability
Standards for Small, Charitable  Nonprofit Corpiorad.
Indiana Law Journal71 (fall).

.6 References/Further Reading/\@b Resources

Fayol, H. (1925)Elements of ManagememMew York: Macmillian.

Hammack, D. C. (1998)Making the Nonprofit Sector in the United
States Bloomington: Indiana Univ. Press.

Koontz & Weihrich (1990).Essentials of Managemen®ingapore:
Mcgraw Hill; Book Co.

Ladipo, P.K.A & Omoyele, S. O. (2003Management Theory and
Practice.,llorin: Nigeria. Published by Bt and Associates,

Ott, J. Steven, (Ed.) (2001Understanding Nonprofit Organizations:

Governance, Leadership, and ManagemeBoulder, Colo.:
Westview Press.

193



BUS 810 COMPARATIVE MANAGEMENT

LI:: 3.7 Possible Answers to Self-Assessment Exercige(

Answers to SAEs 1

Non—profit organization is corporations or assoeciet that conduct
business activities and social services for theebemf the general
public without shareholders and without a profittive.

They can also be referred to as an incorporate@nizgtion which
exists for educational or charitable reasons, arainfwhich its
shareholders or trustees do not benefit financidlhyy money earned by
a non-profit organization must be retained by trganization, and used
for its own expenses, operations, and programs. yMaon-profit
organizations also seek tax exempt status, andatsaybe exempt from
local taxes including sales taxes or property taf@g and Steven,
(2001). All Non- Governmental Organizations (NGQJI§ under the
category of non- profit organization. A Well-knownon-profit
organization in the United State of America is Huebitat for Humanity
American Red Cross organization. Generally, a nafitporganization
is one that reinvests any revenues in activities filnrther the mission of
the organization. Non- profit organization does nave shareholders or
pay dividends.

Answers to SAEs 2
The differences that exist between corporate bodied non-profit
organizations are in their setting, formation atrdctures as follows:

Setting:

1. Corporate organization is a legal entity esshled for profit
driven and oriented making e.g. organization, bardmpany,
institution, churches, communication etc while noveyrnmental
organization is a non-profit driven and orienteditgn

2. Corporate organization structure is more formebmplex,
coordinated and with more technology involved whilenon-
profit organization there exhibits a mixed of fotraad informal.
Non-profit organizations have a two-tiered hieracahstructure,
consisting of a Board of Directors and Program @oes.

3. Corporate organizations provide more of quialitaand essential

services, while non-governmental organization ptesimore of
public and social services as well as Non-governaléanctions.
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4.

Corporate organizations are established witgh hidegree of
accountability and efficiency which may not be tase of non-
profit organization.

Formation:

1.

Funds acquired by non-profit corporations mataly within the
corporate accounts to pay for reasonable salaigsnses, and
the activities of the corporation while that fronorgorate
organization may be used within and outside thammation.

Corporate organizations are mandated to pagstaased on the
schedules of duties and income generated whileow@rgmental
organization may be or are exempted from variokesa

Corporate organization is opened to more itic (either
constructive or otherwise) while the nongovernmenta
organizations are not all that prune to frequeiticem as their
operations are not widely known

Requirements for the establishment of non-prafganizations
varies from one state to another depending on tlesaging
conditions while is the same everywhere for corfra
organizations.

Structure:

1.

The size of corporate organizations is usualiger than those of
nongovernmental organizations. Many non-profit orgations
structures do not extend beyond their locality.

Recruitment into corporate organization is dase geographical
spread in most cases and is mostly on merit irctsme of
applicant's state of origin.

Personnel procurement in corporate organizaigodone by a
centralized body or agency while in non-profit argation;
individual organization is responsible for the figiof its staff.

Decision making in corporate organization isteol by the

Board of Director and Managing Directors while the
Shareholders control non-profit organizations.
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