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UNiT ONE

( Reading and Comprehension I

The Management Pyramid

In most enterprises, there are three distinct but & levels of management, each

requiring a different managerial emphasis; first-
line management, middle management, and top / \\
management. These are portrayed in Fig. 1.1 as Top management

levels of the so-called management pyramid.
You will be able to increase your effective-
ness as a manager by understanding how man-

agerial activities at different levels relate to one ey
another. While specific job titles used to identi-

fy managers at the three levels vary among en- First-line Management
terprises, general labels such as vice-president

and §i help in determining the content

of different managerial positions. Fig. 1.1 Management Pyramid

The largest number of managers in most enterprises are members of first-line man-
agement. Traditionally known as €l they hold various titles: lab supervisor, head
nurse, department head, section chief, and so on. The term foreman dates to the four-
teenth century, originating in the trade gil§ of Europe. “In those days when the men
wanted to talk to management, there was always someone of mature judgment, probably
a little older, a well-skilled man, who could talk a little on his feet. When the men got
together, they referred to ‘John Anderson, fore’; and he became the foreman; he was
the man who came to the fore; therefore, he was a foreman.”

In today’s world, first-line managers are exactly what their title suggests —
management’s first line of contact with labor. As such, they are responsible for directly
managing operating (nonmanagerial) employees and resources. It is the first-line
manager’s job to make sure that the plans developed for an enterprise by higher manage-
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ment are fulfilled by the employees who actually produce the enterprise’s goods and sup-
ply its services. First-line managers are the only managers who do not manage other
managers. For this reason, they have been referred to as the “man (or woman) in the
between labor and higher management. No longer

middle” caught in a flguratlve limbo
ers, today’s first-line managers are now in a strange period of decli-

master of €
ning power but newfound importance. On one hand, the duties of first-line managers
have been | by union contracts specifying procedures for | changes in
work assignments, and hiring and firing. Government regulations, such as laws on
, have shifted certain decisions from first-line managers to human resource
managers. On the other hand, first-line managers’ jobs have grown in importance as
they become increasingly responsible for the complex “factory of the future”. Some ob-
servers have predicted that no job is going to change more over the next decade than that

of first-line management.

A large number of college graduates enter management at the first-line level. In
many ways it is an exciting job: it’s where the action is. When a first-line manager solves
, and this can be rewarding.

problems and makes decisions, there is immediate |
Studies indicate that first-line managers are busy, experience frequent interruptions, and
often must shift back and forth between tasks. They spend most of their time with sub-
ordinates discussing matters related to product quality and work scheduling. Staffing re-
quirements and issues involving personal relations also occupy a large portion of their
day. First-line management is clearly no place for daydreamers.

Middle managers occupy roles positioned above first-line management and below top
management. Typical middle-management titles are plant manager, division head, and
operations manager. Above them top managers determine an enterprise’s form and de-
i, and direction. Below them, first-line managers

fine its overall character, mu
 the way daily tasks of an enterprise are performed. In between, middle manag-
ers are charged with integrating the activities of different work groups so they operate in
drmony with one another and are better able to cope with the demands made upon
them. Middle managers thus manage other managers, and serve as a link between top
mahagcment and first-line managcment.v They transfer information and materials among

different work groups and coordinate enterprise activities.

As might be expected, the workday of most middle managers is fairly
i, they interpret and implement top management directives and
sages to and from first-line management and lower-level employees. Middle managers
thus spend their days giving, receiving, or seeking information. They typically spend a
lot of time in meetings and on the telephone. They spend the least amount on activities

mes-




UNIT ONE 3

aimed at defining objectives and specifying the way they should be attained. This is not
surprising, glven middle management’s role. The transmission and receipt of informa-
tate and coordinate work group activities. It is also important in cre-

tion is vital to facilital
ating the conditions necessary for implementing top management’s plans.

In contrast to top and first-line management, middle managers primarily act as inte-
grators, coordinating work group activities. While success as a middle manager does not
automatically ensure a position in top management, middle management is often seen as
the prime training ground for future top-level managers.

Top managers determine the form of an enterprise and define its overall character,
mission, and direction. They shape an enterprise’s objectives and do what is necessary on
the highest levels—from authorizing new facilities and launching research and develop-
ment projects to @Equiting other enterprises—to achieve those objectives. Top managers
have job titles such as chairperson of the board, chief EXEGUVE officer (CEO), presi-
dent, executive vice-president, hospital administrator, or secretary of state. They are
the chief officers of an enterprise.

Various studies reveal that top managers are highly educated. A survey of the For-
tune 500 CEOs revealed that over 98 percent have attended college; over 63 percent have
completed academic work beyond a bachelor’s degree; almost 45 percent have a master’s
or doctorate. Typically, their degrees are in business, although some hold degrees in
economics or engineering. An equal percentage come from wealthy and middle class eco-
nomic backgrounds. Their fathers frequently had been in business or a profession. The
typical top manager is fifty-eight years old and has worked for only one or two compa-
nies. Successful top managers work long hours. A majority put in 55 or more hours a

week.

(Adapted from Management , Kreitner, R. , Houghton Mifflin Company, 1995.)

Words and Expressions
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Exercise A

Answer the following questions according to the passage.

1) In the fourteenth century, who would come to the fore when workers wanted to talk
to management?

2) What is the first-line manager’s job?

3) Why are today’s first-line managers in a strange period?

4) Why does the author say first-line management is no place for daydreamers?

5) What do middle managers do as integrators?

6) What charactcrisﬁics do top managers have in common?

Exercise B

Decide whether the following statements are true (T) or false (F) by referring to the informa-

tion in the text.

1) You will be able to increase your effectiveness as a manager by the mere understand-
ing of how managerial activities at different levels relate to one another.

2) Middle managers are referred to as “man in the middle”.

3) A large number of college students can only enter management at the first-line level,
but it is rewarding. _

4) Middle managers coordinate enterprise activities besides transferring information and
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materials among different work groups.
5) Success as a middle manager necessarily ensures a position in top management.

Reading and Practice |

Management Functions and Process

Individualized work patterns still exist in many developing countries. In more developed
nations, however, relatively few people continue this pattern. Small farmers and inde-
pendent carpenters may still work alone, but generally, work is more complex. Goods
such as Boeing 747 airplanes, television sets, and heating and air-conditioning systems
could not be produced efficiently by a single individual. Services such as electrical power
for homes and offices, cable TV, accident insurance, and international investments in
currencies and real | can rarely be performed single-handed. The i  of pro-
ducing modern goods and services call for the joint efforts of many people. Seldom does
one person possess the necessary money, knowledge, abilities, or other resources to “go
it alone”. People are needed who can efficiently utilize the human and material resources
required to accomplish desired goals. These people are managers. Accordingly, we can
define management as the process of achieving desired results through efficient utiliza-

tion of human and material resources.

The owner of a small business is responsible for all aspects of its operation. Thus, a
single person, the owner, may hire employees, order ( obtain a bank loan, and
decide to hold a Christmas party. In contrast, when an enterprlse is large enough to in-
volve many employees and , it is often difficult to determine who will make
certain decisions and accept various responsibilities. Management involves the imple-
mentation of five basic functions: planning the use of enterprise resources, organizing
enterprise resources, staffing and human resource management, leading and
1 influence, controlling enterprise resources. A brief description of each

function follows below.
Planning is the process of establishing enterprise objectives and selecting a future

course of action for their accomplishment. It includes (1) establishing enterprise objec-
tives, (2) developing about the environment in which the objectives are to be
accomplished, (3) selecting a course of action for accomplishing them, (4) initiating ac-
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tivities necessary to translate plans into action, and (5) evaluating the outcome of that
planning.

Organizing is the process of dividing work among groups and individuals and coordi-
nating their activities for the purpose of accomplishing enterprise objectives. Organizing
also involves establishing managerial authority.

Staffing and human resource management is the process of assuring that competent
employees are selected, developed, and rewarded for accomplishing enterprise objec-
tives. Effective staffing and human resource management also include establishing a
work climate in which employees are satisfied. ;

Leading and interpersonal influence is the process of
» subordinates, and non-subordinates) or groups to assist willingly and harmoni-

individuals (

ously in accomplishing enterprise objectives.

Controlling is the process of assuring the efficient accomplishment of enterprise ob-
jectives. It involves (1) establishing standards, (2) comparing measured performance
against established standards, and (3) reinforcing successes and correcting shortcomings.

Different management scholars employ varying terms to describe what we have la-
beled the functions of management. For instance, some refer to leading and interperson-
al influence as directing, while others have labeled it | . Although there is some
disagreement over the preferred language, all agree that the various functions of man-
agement are interrelated and are performed by all managers. Collectively, they make up
a set of interdependent activities that are commonly termed the management process.

Note that while the functions of management are performed there is a
logical flow of activities. That is, an enterprise must first plan in order to determine its
objectives. Without objectives, an enterprise would drift aimlessly and ultimately per
Once objectives are established, however, managers are in a position to design a struc-
ture to meet those goals. They can then select employees to perform required tasks.
Next, managers use leadership and interpersonal influence to §piif employees to meet en-
terprise objectives. Finally, through control, managers determine whether enterprise

objectives are being efficiently achieved.

For an enterprise to be truly successful, it must accomplish its objectives in an effi-
cient fashion. Good management is the key to this end. Securifies analysts often attrib-
ute major differences in stock prices to stockholder evaluations of management. The
great economist, Joseph A. Schumpeter, referred to managers as “the engine of
growth”. Peter F. Drucker, a well-known business consultant, has called management
the “] > of every enterprise. Admittedly, enterprises fail for many reasons — in-
sufflclent funds, improper | 3, incompetent product design, and so on. Howev-




