„Managers should stick to leading and directing. Facilitation has no place in management.” 

Is facilitation really not needed and wanted in management? In the following pages I will discuss the validity of this statement with its pros and cons. 

Historical evolution of management thought 

If we go back in history we are shown how managers became what they are now. They use basically the same techniques and have the same principles managers from decades back had already. 

Management and leadership have always played a role in very old institutions for instance the church and the army. Leadership qualities such as leading others, being composed, confident and resilient were and are typical for those institutions. Furthermore those leaders lead by example, communicate with their subordinates but in a strictly defined hierarchy, are strongly focused on strategy and winning, can concentrate on a target and no matter what want to accomplish their mission. But are those “leaders” what you’d now call managers? “Modern management is business management, and pre-industrial state craft and war strategy simply provide a narrow view of the management function as something worthy of kings, princes, and emperors or, in the case of war, generals.” Of course there were bankers, merchants and trading establishments as well but they were not a significant aspect of society. If we don’t consider pre-industrial “leaders” managers then where did everything start? Let’s look at what impact the industrial revolution had: 

Until the industrial revolution began in 1750 organizations and companies were normally small and simply structured. With the industrial revolution starting, machines replaced manpower and productions became highly specialized and therefore organizations became bigger and bigger. With the invention of the steam engine and its development process the iron production rose from 12 tons per furnace to 40 tons per furnace. This increased productivity made available a large supply of iron at low cost, and led to new uses for iron: bridges, ships, and other machines. All this needed managing on a high level to plan, organize, direct and control the distribution of iron. 

As said already, management grew more complex due to industrializing and the human factor becoming more important the managerial function had to change as well. 

The development of the management has been influenced by the following amongst other things: 

The negative demographic developments such as a decline in the birth rates, higher life expectancy and obsolescence have influenced the development of management as well as the rural exodus. 

Furthermore technologies have made an amazingly fast development. What used to be face-to-face communication between business associates and employees is now screen-to-screen communication. But new technologies have not only influenced the communication. New manufacturing systems, new distribution- and marketing systems have influenced management as well. 

The value change in society has made an impact too. People want to be more and more recognized as individual persons. There are also less governmental social fallbacks and not to forget that the people’s working and leisure behaviour has changed as well. 


Intercultural aspects of management 

Every person grows up under different cultural circumstances. By doing that he or she gets to know the socially relevant experiences that are necessary for ones life in a society. 

Of course there are similarities in the same culture. Fellow men from the same culture have due to their socialisation a similar perception and behaviour. Because of that, living together is relatively easy and free of trouble. 

As easy as what mentioned above is, as hard is the same in intercultural situations where accustomed standards, values, emotions, conscious- and unconscious behaviours meet, for instance to get a solution or negotiate a contract. Misunderstandings often come up because of that. 

But this can be helped. There are special trainings for people to communicate without problems with different cultures. Successful companies even show that systematic training and motivation for their employees not only pay off socially but also economically. These companies have less absences and labour turnover rates than comparable companies in the same branch that don’t train their employees. Furthermore their workers show a higher motivation and innovation input. 

Looking at it internationally a “standardized” management style has many advantages. For one thing it makes the behaviour of bosses towards staff more judgeable (for the staff) and for another thing it leads to more fairness. That means that situations are managed similarly in different functions and departments. Through that, communication and cooperation with each other is way easier. Demotivating feelings of iniquitousness don’t even come up. 

Of course internationally as nationally there are all sorts of managerial styles. It goes from the authoritative style where the boss gives orders without explanations to the cooperative style where there are mutual agreements between superior and employee. Also the laissez-faire or the autonomic style where the decisions and responsibilities are to a great extent or even completely up to the employee. But leading also depends on the circumstances and the situation in which leading takes place. For instance the company structure, the organization, the corporate culture, the personality of the employee and the boss and the daily influences in which the involved parties interact privately and professionally. Internationally, the cultural circumstances in the host country and the culturally-mixed coworker groups add to that. According to this, there is no clear and definite leading behaviour but more of a tendency to which the behaviour leads. 

In the last decade, many scientists tried to put down a definition on intercultural differences to help people learn how to deal with other cultures. I’m going to introduce the most famous ones from Geert Hofstede and Fons Trompenaars. The definition from Hofstede I will describe more in detail. 

Geert Hofstede analysed how the national culture would influence ones organisational culture. He asked 117.000 IBM-workers in 72 countries. By using a standardized questionaire he asked about 60 items like their opinion about the corporate management, the leadership style etc. That was the first cultural research in these dimensions. The analysis and results of his questions are the following: 
Power Distance is the extent to which the less powerful members of institutions and organizations expect and accept that power is distributed unequally. People relate to one another more as equals regardless of formal positions. Subordinates are more comfortable with and demand the right to contribute to and critique the decision making of those in power. As such the Power Distance Index Hofstede defines does not reflect an objective difference in power distribution but rather the way people perceive power differences. 

Individualism is contrasted with collectivism, and refers to the extent to which people are expected to stand up for themselves and to choose their own affiliations, or alternatively act predominantly as a member of a life-long group or organization. 

Masculinity refers to the value placed on traditionally male or female values. So called 'masculine' cultures value competitiveness, assertiveness, ambition, and the accumulation of wealth and material possessions, whereas feminine cultures place more value on relationships and quality of life. 

Uncertainty avoidance reflects the extent to which members of a society attempt to cope with anxiety by minimizing uncertainty. Cultures that scored high in uncertainty avoidance prefer rules (for instance about religion and food) and structured circumstances, and employees tend to remain longer with their present employer. 
Fons Trompenaars made it very clear how culture bound many US-developed management methods are. They are often taken over by other countries without looking at them sceptically. Trompenaars decided to prove the equality of all cultures. He assumes that there is no way to the “best” management. Every single culture has its own answers to questions that are universal. 

Impact of globalization 

Staff from all sorts of company levels are confronted with more and more intercultural influences on their workplace. Whereas there used to be the picture of white male staff there now is a “colourful variety” of people. 

Since the mid 60s there is a constant increase in international relations regarding economics and business. There are more and more border-crossing operations going on. Globalisation is a word that is constantly used in management. For instance are purchases of companies getting more and more international. Reorganization, rationalization and investments in companies have to remain competitive with low-wage countries. New product developments and production have to conform with international standards. Employees need to be able to speak foreign languages, get to know different cultures and need to be internationally mobile and flexible. 

Nowadays the biggest companies only work together with those suppliers who are able to deliver worldwide. 

What is the impact of globalization on management styles? Management styles have always been divided into stereotype categories. This has changed with globalization. Managers don’t have to stick to leading and directing! A manager's job consists of planning, organizing, directing, and controlling the resources of the organization. These resources include people. They don’t “have to” facilitate but managers are nothing without the people they “manage”. And by helping their people to accomplish their objectives they facilitate – and help everybody that way. Themselves, their employees and of course the company that is profiting from all that. 




Sources 

http://www.geerthofstede.nl 

http://www.mgmtguru.com 

http://telecollege.dcccd.edu 

http://www.managementhelp.org 

http://www.armystudyguide.com 

http://ismindia.org 



International Management, Thomas R. Hummel, 2004 Rainer Hampp Verlag 

Interkulturelles Management, Blom/Meier, 2004 Verlag Neue Wirtschafts-Briefe

