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or expansion when he largely depends on government-financial 

assistance rather than on his internal resources? Why should he 

direct his effort to planning activity. when planning and its 

objectives are largely out of his hand? Again. why should he 

actively exercise such an important function while the government 

protects his company's products and local as well as foreign 

competitors are rare? 

Data also indicates that the private sector manager devotes 

less time to planning activity compared with that of the public 

sector manager. In addition. some of these private sector managers 

avoid doing such an activity in their working day. However. when 

we reconsider their level of education. we find most of them are 

16 either illiterate or at the edge of illiteracy. 
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Second: in the preceding chapters we have discovered how the 

Iraqi personality looks at the future and how it deals with physical 

subjects. We have also discovered that political instability has 

been a feature of life during a very long period of time. These 

and other factors. such as the type of interrelationships that exist 

within family members. the type of interrelationships that exists 

between the government and the people. which is largely based on 

suspicion and distrust. must all be considered here for they play 

an important role in management behaviour and the attitude of 

managers toward planning. 

2.3 Organising Activity 

When a manager spends little time on such an essential activity 

as planning, it would be more likely he will allocate more time for 



other management activities. As a result of different reasons out-

lined earlier. managers in Iraq are less future-oriented than those 

working in a developed country. This fact becomes more obvious if 

we realise that they are allocated more time for organising activity 

than that of planning. Around 7% of their daily time is assigned 

to this purpose on average. Table 7.2 below shows that the public 

sector manager spends more time of his working day (46 minutes) on 

this activity than that given by the private sector manager (42 

minutes). mainly because the farmer has larger company than that of 

the private sector manager. 

While the public sector managers accord an identical time to 

organising activity (15 to 60 minutes) during the two periods. the 

private sector managers leave more time in the morning (5 to 60 

minutes) than that of the evening period (5 - 30 minutes) to carry 

out this activity. 

TABLE 7.2 TIME SPENT ON ORGANISING ACTIVITY BY MANAGERS PER WORKING 
DAY ( in minutes ) 

Sector Morning Period Evening Period Total 

Public 

Weighted Average 27 24 46 

Range 15 - 60 15 - 60 15 -

Private 

Weighted Average 26 21 43 

Range 5 - 60 5 - 30 15 -

181 
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Indeed, such differences are also reflected in the average timesJ 

in the morning, the public sector manager grants 27 minutes compared 

with 25 minutes of the afternoon period, to organising activity. 

The private sector manager also does the same, but with slight 

difference in terms of a few minutes. 

Ironically, eight managers (four from the public sector) openly 

admitted they are giving no time for this activity during the afternoon 

period. Here, it is interesting to remember what George wrote about 

the importance of organising to a manager: 

"A manager •••• is a constant organiser. Organisation is 
involved in his every communication. Organisation is 
part of his every planJ and organisation is a vital part 17 
of any attempt on his part to check or control activities." 

2.4 Communication Activity 

In an organisation - which is a miniature society - communication 
• 

serves the same fundamental purposes as it does in the larger society. 

Without communication no organisation could long exist. Communication 

is not only essential for integrating management activities but it 

also integrates a given organisation with its external environment. 18 

It is through this mechanism a manager becomes aware of the need of 

his subordinates, customers, the availability of suppliers, the 

different regulations of governments and the concerns of a society. 

On the other hand, the importance of communication in organisation 

was pointed out by Barnard who said: 

" •••• in an exhaustive theory of organisation, communication 
would occupy a central place, because the structure, 
extensiveness, and scope of organisation are almost entirely 
detennined by communication techniques." 19 



In carrying out their planning. organizing. directing and control 

responsibilities, managers communicate. As a matter of fact, they 

often spend the majority of their time communicating. 20 In a study 

of 28 managers in a single company, Caroll found communication 

took up four-fifths of the manager's time. He also discovered 

that the average manager spends on average nearly 43% of his time 
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on conversing with others; 20% preparing and writing reports and 

memos and about 18% for reading and reviewing written corrrnunication •. 21 

Stewart brought into the light that managers spend on average two­

thirds of their time in communication. 22 While Mintzberg confirmed 

this fact,23 Hinrichs stressed that this is especially the case of 

24 senior managers. 

Henry Mintzberg, whose work we discussed in chapter one, has 

25 described the manager's job in terms of three types of roles. 

Communication plays a vital role in each: 

Ca) In their "interpersonal roles" managers act as the figurehead 

and leader of their organisational unit, 1nteracting with 

subordinates, customers, suppliers, and with peers in the 

organisation. Mintzberg cites studies that indicate managers 

spend about 45% of their contact time with peers, about 45% with 

people outside their units. and only 10% with supervisors. 

(b) In their "informational roles" managers seek information from 

peers, subordinates. and other personal contacts about anything 

that may affect their job and responsibilities. They also 

disseminate interesting or important information in return. In 

addition, they provide suppliers, peers, and relevant groups 

outside the organisation with information about their unit as 

a whole. 



(el In their "decisional roles" managers implement new projects. 

handle disturbances. and allocate resources to their unit's 

members and departments. Some of the decisions that managers 

make will be reached in private. but they will be based on 

information that has been communicated to the managers. The 

managers. in turn, will have to communicate these decisions 

to others. 

As for the Iraqi managers. communication also possesses an 

exceptional importance. In Figure 7.2 we have seen that verbal 

interactions take up 42% of the public sector manager's time. and 

around 48% of the private sector manager's time. A detailed examina­

tion of managers' contacts are summarised in Figure 7.3. 

As can be seen. the public sector manager spends on average 

less time on face-to-face contacts with subordinates. customers 

and superiors when compared with the private sector manager. However. 

he spends more time on telephone contacts with subordinates and 

superiors, but less time with customers, than that of the private 

sector managers. 

In order to make these comparisons more meaningful. each 

manager was asked to estimate, on average. how long he spends on 

each type of these verbal communications during the morning and the 

evening periods. Figura 7.4 summarises their answers. 

184 



FIGURE 7 . 3: TIME SPENT IN ORAL COMMUNICATION BY MANAGERS WITH 

SUBORDINATES , CUSTOMERS , SUPERIORS . 

185 

Minut es __ ------------------------------------------------------------------~ 

'..,.0 
Public Ma nage r s , -. 

~~~ • .t-~~;' 
!#I:lT.\$.trr.1~.,\ 

Interview 

Telephone 

Private Managers Interview 

'1.0 Telephone 

Subordinates Customers Superior s 



FIGUF:E 7 . 4 : AVERAGE TIME OF MA 

SUPERIORS AND CUSTOMERS 

I TERACTIONS WITH SUBORDINATES , 

186 

Manager interaction ~ ____________ A_v_e_r_aM-e __ T_im __ e __ in __ M_~~'n~u~t~e~s~ __________ ~ 
with : 10 10 

SubordincJtes 

In erview 

Tel phone 

Superiors 

Intervi w 

T lophonu 

Customers 

In rviow 

Tel phone 

30 '1O 

Public 

Managers 

r'ViJte 
Manog rs 

5'0 60 70 

Befo r e noon 

Afternoon 

(N 20) 

Before noon 

Afternoon 

(N 24) 



2.4.1 Managers interactions with subordinates 

On average, face-to-face contacts with subordinates taKe up 

more of the manager's time than any other type of communication. 

The managers spend almost two hours a day on this activity with 

a range of time from one to four hours a day. Neither the average 

time nor the range is identical between these sectors. 
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While on average the public manager spends 113 minutes, ranging 

between 50 to 180 minutes a day, his counterpart's average time is 

slightly more than two hours with a fairly wide range of time of one 

to four hours. Variation also exists within the morning and the 

evening periods despite the fact that the forty four managers devote 

more time for this activity in the morning than in the evening. On 

average. the public sector manager spends about one hour in the 

morning and 50 minutes in the evening, whereas his counterpart gives 

70 minutes in the morning and 54 minutes in the evening to face-to­

face contacts with subordinates. 

On the other hand, telephoning subordinates consumes 30 minutes, 

on average, of the public manager's time and around 25 minutes of 

the private manager's time. Time-range between sectors differs as 

wellJ 15 to S5 minutes in the public sector and 1S to 40 minutes 

in the private sector. Though the public sector manager does allocate 

almost 15 minutes, on average, for telephoning in each period, the 

private manager spends more time in the morning (16 minutes) than 

in the evening period (12 minutes) on average for the same purpose. 



The aforesaid figures indicate that the public sector manager 

allocates less time for interviews with subordinates, but more 
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time on the telephone, in comparison with the manager in the private 

sector. The variation in the amount of time can be explained by 

two factors. The first is the size of company, while the second 

is the location of manager's office. The public sector managers have 

large companies (500 employees or more each)_ all of which have 

two factories or more located in different areas (or provinces) through­

out the country_ whereas the private sector managers have small or 

medium companies located within a small area. None of them run a 

factory in another province. Consequently subordinates of the 

public sector manager are employed over a larger area and the distance 

between the two requires telephone contacts rather than face-to-face 

interviews. On the other hand. the matter is quite different with 

the private sector manager. for he and his subordinates work in one 

place and face-to-face contacts are convenient. 

2.4.2 Manager's contacts with Superiors: 

Manager's contacts with those who control the policy of the 

company are vital. Through such. a manager receives. discusses 

new objectives and policies. Meanwhile. it is by this mechanism 

a manager gives information about the current situation of the 

organisation. Data reveals that such communications with superiors 

take around 53 minutes on average. of the public sector manager's 

time each day. of which 20 minutes are spent on the telephone. In 

the private sector, an average of 55 minutes of the manager's time 

to communicate with their superiors, of which only 15 minutes are 

spent on the telephone. The time range between the sectors also 

differs. 
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In the public sector it is between 10 to 60 minutes for inter-

views and 5 to 60 minutes for telephones, whereas in the private 

sector it is between 10 to 80 minutes for interviews and 5 to 15 

minutes for telephone contacts. While all the public sector managers 

contact their superiors,only ten out of all the private sector managers 

do the same. The remainder are factory-owners. How do the managers 

divide their time between the periods to achieve such activities? 

It seems that while public sector managers estimate an identical 

time between the periods. their counterparts spend mare time in the 

evening (28 minutes on average) for interviews with their superiors, 

than in the morning (22 minutes on average). 

Furthermore, while the public sector manager devotes 14 minutes, 

on average, to communicate with his superiors on the telephone (as 

against 13 minutes in the morning an average), his peer spends the 

same. time in each period (10 minutes on average). 

2.4.3 Manager's External Contacts: 

The importance of management's communications with customers, 

26 
suppliers and other groups in a society is unquestionable. In 

addition, an effective functioning of management activities is 

impassible without good reciprocal information between these partners. 

Managers must concentrate on such an important "linking-pin" if 

they are seeking survival and prosperity for their organisations. 

Indeed, it is only through such communications that a manager can mesh 

internal operations with external demands. With this idea in mind, 

it is quite surprising, therefore, to discover that in practice a 



managing dlcector avoids communication with the customers and 

suppliers. Unfortunately. the data in hand leads to this conclusion. 

Nine managers (two from private sector) deny practising such an 

activity. "It is the responsibility of our department is manager". 

one public sector m.:lnager said. or. "our customers seldom come and 

discuss", the two private sector managers assured-the researcher. 

As for those practising this activity, indeed, the private 

sector manager grants more time to contacting outside people through 

interviews (63 minutes on average) and telephones (23 minutes on 

average) than the public sector manager. The latter spends, on 

average, 51 minutes in such interviews with some 16 minutes, on 

average, for telephones. 

Positive attitude towards the importance of such communications 

is clearly recognised among the private sector managers in comparison 

with the other ones. The variation in time spent in contacting 

outsiders might strengthen this argument. Face-to-face contacts 

range from 15 to 90 minutes in the public sector and 15 to 120 minutes 

in the private sector. The same is equally true in respect of the 

telephone; 10 to 30 minutes in the public sector as against 10 to 

45 minutes in the private sector. 

How long do they spend on these contacts between the two periods? 

It seems that the manager, irrespective of his sector, spends more 

time on interviewing customers and suppliers in the morning than in 

the evening. While on average the public sector manager devotes 38 

minutes in the morning to meeting such people (as against 21 minutes in 

the evening), his counterpart gives an average of 43 minutes in the 

morning and an average of half an hour in the evening. Both spend 

more time on telephones in the evening then ~n the morning. While the 
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average sticks to 10 minutes in the morning and to 12 minutes in 

the evening in the public sector, in the private sector it is 12 

and 13 minutes respectively. 

2.5 Research Activity: 

Generally speaking, when little time is paid to planning and 

external communications (customers, suppliers and others) the gap 

between the organisation and its environment becomes larger. Today's 

world is full of continuous changes - rapid changes in technology, 

changes in the workforce, consumers and suppliers demands and changes 

in social values and society demands. Only through continuous 

systematic research can an organisation retain its dynamic equilibrium 

and keep up to date. In other words, a business organisation will 

continue in a healthy and lively existence only as long as its 

managers give due regard to research activity in their daily work. 

While such a fact has become quite obvious in the developed countries 

where managers consider themselves as managers of change rather than 

27 stagnant ones, it is common to find managers of developing countries 

giving little attention to this activity. This is borne out in this 

28 study as well as in findings reported in literature on the subject. 

While all the public sector managers spend an average of 36 minutes 

(approx. 5.8% of their daily working hours), nine out of all the 

private sector manaEers exercise this activity and give it an average 

of 24 minutes (approx. 4.1% of their daily working hours). Further 

evidence reveals that most of the public sector managers who allocate 

30 minutes or more for planning and give 20 to 30 minutes to 

external contacts are more likely to get involved in research activity 

(spending between 15 to 30 minutes a day) than those who give little 

time for planning and external contacts. On the other hand. the 
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private sector managers, who negate exercising this activity are of 

low level education - the best one among them is of secondary school 

level. Considerable relation exists between the size of company and 

the time that the manager invests in this activity. While all the 

public sector managers work in large companies, the private sector 

managers are responsible for either medium or small companies. The 

smaller the size the lesser the time the manager devotes to research 

activity. The same is equally true with planning. However. this 

trend does not work with the time that a manager spends on external 

communications. Earlier. we discovered that the private managers 

spend more time in external contacts than the public sector manager. 

Three possible explanations might help in understanding this 

contradiction. First. while it is difficult to interview a public 

sector manager (due to some chronic problems including routine 

procedures), the private manager has a lot of time for interviewing 

outsiders. Seldom he refuses or lets others hinder such a policy. 

Secondly. while the public sector manager's work covers the whole 

country. the private sector manager works in a local area of a certain 

province and largely deals with relatives. Thirdly, it is necessary 

to remember that in the public sector organisations there are always 

specialists who work besides the manager and the outsiders can consult 

them. However. it is the private sector manager who grips everything 

and one has no choice but to interview him. 

Finally, evidence indicates that the public sector manager 

devotes more time in the morning to research activity (27 minutes on 

average) than in the evening (22 minutes). His peer, on the other 



hand. stands in the opposite side. More time in the evening (19 

minutes) as against (12 minutes) in the morning. Indeed the private 

manager uses most of his morning time in observing employees 

performance. 

2.6 Personal Activity: 

What time the manager devotes to his personal activity is 

indeed more than that devoted to planning. organising and research 

activities. It is believed that organisations could achieve more 

success if the managers devoted some of their personal time to 

management activities. Of course some of their personal affairs 

are unavoidable. However. it must be understood that the time 

required to manage an industrial organisation should not be taken 

lightly. 

The findings indicate that this activity takes up around 

94 minutes of the manager's daily time on average. While the 

government has restricted the public sector manager's personal 

affairs, the private sector manager has unlimited time for such 

activities. Data demonstrates that the public sector manager spends 

66 minutes on average to these activities (approx. 10.5% of his 

daily time) whereas his counterpart grants almost two hours or 

19.6% of his daily time to personal activities. Variation between 

the time range is obvious. For example. in the public sector. the 

time range is between 40 to 100 minutes whereas in the private sector 

it is between 60 to 240 minutes a day. 

193 



194 

2.7 Complex Activity: 

In reality. management activities are not easy to classify 

according to theory. partly because they are strongly webbed with 

each other and partly because some day-to-day episodes are ambiguous 

29 
and controvertible. Yet. the thing that deserves keeping in mind 

is that when planning activity is unclear in a manager's mind. other 

managerial activities will be vague and pending between "black" and 

"white". It is believed that the more episodes a manager fails to 

diagnose. the more likely he is either suffering from inadequate 

managerial education or the current managerial circumstances are 

~yond his control. 

For all the reasons mentioned above. the "complex activity" was 

adopted. It is a combination of two or more activities used in this 

research when the manager was unable to diagnose a certain event. 

Data in hand reveals that these managers spend large proportions of 

their time in such an activity. Ironically. the time the manager 

devotes to this group of activities is more than that devoted to 

planning, or organising, or even to research activities. Yet. the 

public sector manager spends even more time on this activity than the 

7 d 6 i t t · 1 30 private sector manager. 8 an 9 m nu es respec ~ve y. While 

the former leaves more time in the evening for this activity (43 

minutes as against 3S minutes in the morning) the private sector 

manager does the same, but gives less time in each period; 36 minutes 

in the evening and 32 minutes in the morning. The time range also 

differs between the sectors. In the public sector it is between 45 

to 120 minutes as against 45 to 150 minutes in the other sector. 

Findings also indicate that the majority of the private sector managers 

have not only low educationaal level but have also no management 

education at all. 



Summary: 

The chapter has tried to uncover how the Iraqi managers spend 

their time and what activities do they exercise inside the organisa­

tion. To achieve that. seven activities were chosen to cover the 

bulk of the manager's work. They are, paperwork. planning. 

organising. communication. research. personal and complex activities. 

Each manager was asked to estimate how he divides his daily time 

between such activities. The definition of an activity was left 

to the manager himself. When a manager failed to distinguish a 

certain episode from others. he was asked to put it in "complex 

activity". 

Scholars of management and organisation theories agreed that. 

at the top of an organisation structure, conceptual skills such as 

planning and organising activities are the most important skills 

a manager has to perform. In other words, a senior manager must 

pay exceptional attention to the conceptual skills and devote more 

time to them compared to what he devotes to technical and human skills 

if he seeks growth and success for his organisation. 

The evidence of the Iraqi managers shows: 

1. The average working hours for the forty four managers is 

10! hours. It is 101 hours for the public sector manager and 

10 hours for the private sector manager. Total average hours 

per week is 63 hours for the public sector manager as against 

60 hours in the private sector. 

2. In the public sector. if we exclude communication activity. 

the paperwork activity takes up more of the manager's time 
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than any other type of activities. He spends on paperwork 

activity around 16% of his daily time. on average. while the 

private sector manager devotes about 5% of his time for this 

purpose. 

3. The evidence also shows that planning and organising activities 

take up less than what the managers devote to personal activity. 

The author believes that the industrial organisations in Iraq 

would achieve more success if the managers devote some of their 

personal time to the real management activities. The author 

also believes that central planning in the public sector, 

together with the negative attitude of the Iraqi personality 

are by and large responsible for this meagre time the managers 

give to planning activity. The type of interrelationships 

that exist between the government and the people. which is 

largely based on suspicion. must also be considered here. be­

cause it plays an important influence on management behaviour 

and the attitude of managers toward planning. 

4. As regards organising activity, the evidence shows that these 

managers devote more time for this activity compared to what 

they accord to planning activity. The public sector manager 

spends more time of his working day (46 minutes) on this 

activity than that given by his peer (42 minutes) mainly 

because the former has larger enterprise. 
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5. All managers studied confirm that communication activity 

takes the bulk of their daily time. While this confirmation 

gives support to Mintzberg and other scholars in the western 

countries. the type of communication must be regarded here. 

In this study. communication activities have been divided into 

three types: manager-subordinate communication; manager­

superiors communications and manager-customers communications. 

The evidence indicates that the first type "manager-subordinates 

communications" takes up more of the manager's time than any 

other type of communications. The public sector manager spends, 

on average, less time an face-to-face contacts with subordinates, 

customers and superiors when compared with the private sector 

manager. However, he spends more time on telephone contacts 

with subordinates and superiors, but less time with customers, 

than that of the private sector manager. The variation in the 

amount of time can be explained by two factors. The first 1s 

the size of the company while the second is the location of 

manager's office. While the public sector managers have large 

companies and all of which have two factories or more, the 

private sector managers have either medium or small companies. 

Consequently. subordinates of the public sector managers are 

working over a large area and the distance between them and 

their senior managers' office permits telephone contacts rather 

than face-to-face contacts. 

On the ather hand, the public sector manager devotes less 

time for superiors contacts in comparison with the situation 

of the private sector manager. 
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The importance of management's communications with the 

outsiders (customers, suppliers and so forth) in today's 

society is unquestionable. Unfortunately, our evidence 

shows that these managers devote very little time for such 

communications. Nine managers (two from private sector) 

deny practicing this vital activity. The private sector 

manager devotes more time to contacting outside people 

compared with the public sector manager's situation. 

6. As regards research activity, needless to remind. 

that when little time is devoted to planning and other 

principal activities including organising and external 

communications, the importance of research activity will 

be minimised and takes little attention from the manager. 

While the author believes that only through continuous 

systematic research can an organisation retain its dynamic 

equilibrium and keep up to date, fifteen managers in the 

sample (all from private sector) do not devote any time for 

research activity. Further evidence also reveals that most 

of the public sector managers who allocate 30 minutes or 

more for planning, and give 20 to 30 minutes to external 

communication, are more likely to get involved in research 

activity. 

7. As regards their personal activities, the evidence shows 

that the public sector manager devotes. on average, less 

time for this activity (66 minutes) when compared to that 

of the private sector manager (120 minutes). 

198 



8. The data also indicates that the time the managers devote 

to Hcomplex activity" is more than that devoted to planning. 

or organising. or even to research activity. Yet. the 

public sector manager allocates even more time on this 

activity. compared to the private sector manager. If we 

understand that this activity is a combination of two or 

more activities and the manager can use it only when he 

fails to diagnose a certain event. we can imagine how 

vague are the managerial activities in the minds of these 

managers. 
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CHAPTER EIGHT 

SOCIAL PRESSURES ON MANAGERS 

"The Arab executive lives in a society 
where family and friendship remain 
important and prevalent factors even 
in the functioning of formal instit­

203 

utions and groups" . 1 
Farid A. Muna (1980) 

INTRODUCTION 

As we have seen earlier. the Iraqi society consists of three 

communities (bedouin. village and city). They co-exist and interact 

with each other and share common social values and traditional 

customs. The three communities have a strong kinship structure as 

a base for their social organisation. Thus. the clan remains the 

basis of bedouin community. while the extended family in village and 

city communities plays the important role that the clan does play 

in the tribe. 2 

We have seen also that Iraq. as a developing country. suffers 

from four principal handicaps: (a) political instabilitYI (b) massive 

illiteracy among the people; (c) backward economy and (d) novelty 

3 of industry. 

In view of these facts. the present chapter attempts to 

discover what are the principal social pressures (namely social 

constraints) these managers face in their daily work. 

To achieve this. the managers were asked to answer the following 

question: 

In your society. what are the major social 
interfere with your work as a manager such 
unable to exercise full control over them. 
us some examples? 

pressures that 
that you are 
Will you give 
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A large number of social pressures were mentioned by the forty four 

managers. However. only those mentioned by six or more managers 

are summarised in Table 8.1. Although closely interrelated, these 

pressures are divided into those that emerge from the wider society 

(socia-cultural) and those pressures or constraints from the managers' 

immediate business and social communities. 

TABLE 8.1: SOCIAL PRESSURES AS REPORTED BY THE IRAQI MANAGERS 
(N = 44). 

Type 

First: Socia-cultural pressures 

1 - Strong family and tribal relationships 

2 - Dislike of manual work 

3 - Low level of industrial consciousness 
and literacy 

4 - Low value of time 

5 - Inequality of sex 

Second: Business and social community 

1 - Patronage and nepotism 

2 - Shortage of skilled manpower 

3 - Low level of productivity 

4 - Private visits at the office 

5 - Marketing constraints 

p - Workers are of agricultural and rural origin 

Frequency 

28 

26 

25 

18 

17 

27 

23 

20 

18 

14 

6 

Percentage 

63 

59 

57 

41 

39 

61 

52 

45 

41 

32 

13 



1.0 SOCIO-CULTURAL PRESSURES 

1.1 Strong family and tribal relationships 

In a group-oriented society such as Iraq. individual behaviour 

is largely determined by family and tribal relationships. Though 

educated city-dwellers are. to some extent. free from such pressures. 

they remain significant in the lives of the majority of the peoPle. 4 

As we have seen earlier in Chapter three. Iraq is mainly a 

patriarchal society. arranged marriages are common and the extended 

family (with its concomitant responsibilities appertaining to the 

breadwinner) is the norm. It is no surprise. therefore. to find 

twenty eight managers (64% of those sampled) stating that family and 

tribal ties are the major constraint on their performance. Ten of 

these managers regard family and kinship as a principal obstacle 

to the efficient functioning of industry. Four managers. from the 

public sector. felt these pressures to be so intense that they 

obtained transfers to areas away from their original cities to free 

themselves from such restraints. 

As there are few divisions between family affairs and business 

affairs in Iraq. fourteen managers (32%) were of the opinion that 

the maximum "Business 15 Business" is not really applicable to 

Iraqi society. According to them. there are many links between 

family and business - most of them illegal. They are illegal because 

of inequality of sex. lack of industrial mentality and other social 

constraints including nepotism. 
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1.2 Dislike of manual work 

The problem of the negative attitude toward manual work is deeply 

rooted among the bedouin community. As we have seen earlier. from 

the bedouin's standpoint. any manner of living other than that of 

bearing arms is unworthy and shameful. It seems that this problem 

still occurs among the people. Twenty six managers (59%) mentioned 

that some of their workers still dislike mannual work and demand only 

clerical and administrative work. "The workers: one manager explained. 

"feel that clerical and administrative work is more respectful in 

this society than manual work." 

1.3 Low level of industrial consciousness and literacy 

Iraq. as seen earlier in chapter five. suffers from a high 

illiteracy rate in excess of 50%. However. according to twenty five 

managers (57%) people not only suffer from such an attitude. they 

have a low level of industrial consciousness as well. They lack , 

regard for physical objects including machines. products and materials. 

"They are". as three managers put it. "devaluing company assets. 

acting as if their company belongs to an enemy." Ten managers 

mentioned that people lack regard of industrial discipline in such 

things as aversion to systems and formal regulations. lack of organi-

satton mentality. and non-professional attitudes toward business and 

industrial management. 

In industrial societies. behaviour tends to be rigidly prescribed. 

either by written rules. or by unwritten social codes. The presence 

of these rules satisfied peoples emotional need for order and predict-

ability in society. Even if people break these rules by their own 



behaviour. they will feel that it is right that the rules exist. 

"Law and Order" are important simbols,within a school. a factory 

or in the society as a whole: 

5 in people. 

they satisfy deep emotional needs 

In the underdeveloped societies, including Iraq, there are 

also written and unwritten rules, but they are more considered as 

a matter of convenience and less sacrosanct. People are able to 

live comfortably in situations where there are no rules and where 

6 they are free to invent their own behaviour. 

1.4 Low value of time: 

In traditional societies, time is generally not a scarce 

resource. Life in such societies is relatively unhurried and time 

is conceived as circular (returning into itself) rather than linear. 

In fact, the same situation exists in Iraq.7 There is generally 

little weight given to the value of time. Penrose discussed the 

problem of time in Iraq and concluded: 

"This is characteristic of any bureaucracy which is nat under 
some sort of external pressure, and is notoriously common in 
states bureaucracies: it 1s especially damaging when extended 
to "business~ enterprise." 8 

Indeed. the problem is even mare acute because either managers or 

workers respect time. 9 . As we have seen earlier.in Chapter seven, the 

managers studied pay more time for their personal affairs compared to 

what they accord to management activities. including planning and 

organising. 
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Turning to the Iraqi workers and how these managers look at them 

from the time's point of view. we find that eighteen managers (41%) 

expressed displeasure regarding the negative attitude toward the 

value of time that exists among the workers as well as other people. 

Ten managers dogmatized that: 

"Workers do not work properly during the assigned working 
hours and this. in turn. compels close supervision to 
ensure that they are working properly" 

Another eight managers (all from the private sector) were irritated 

because their workers seldom work. According to these managers. 

the workers are: 

"either chatting on social matters or. some of them. leave 
their workplace to visit another friend in another depart­
ment for a chat or at least drink a cup of tea." 

As a matter of fact. the problem of time is quite common in most 

Arab countries. According to Muna's study. for example. one of the 

Arab executives gravest problems is the low placed value on time 

by many of his countrymen. Executives were deeply concerned and 

irritated by the lack of appreciation towards time shown by people 

10 
with whom they come into contact. Lack of punctuality in time 

schedules and appointments. procrastination and "tomorrow" attitUde, 

11 
are quite common among the people. 

Inequality of Sex 

Though the situation of woman has changed, if only slowly. 

by the introduction of modern education and a few progressive laws 

(particularly the last twenty years). the conception of their position 

in society still presents many handicaps in practical life, as it 
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still leaves them inferior and unequal in a male-dominated soclety.12 

In the previous chapters we observed that men. whether in the 

bedouin community or the Islamic culture are superior to women. For 

example, women. according to the bedouin and village norms. are 

prepared to hold house responsibility and stay at home away from the 

business area. As a matter of fact, such a discrimination between 

men and women is also obvious in industry to the degree that seventeen 

managers (39%) looked at this problem as an outstanding constraint on 

their behaviour. "We don't want women in management posts. their 

absence avoids us many problems". seven managers from the private 

sector confirmed. Another six managers considered social restrictions 

on women. especially their exclusion from the work arena. as a 

constraint on their organisational performance} they admitted that 

they are unable to let women work at night shifts partly because such 

a decision includes a moral problem. and partly because women's 

fathers. husbands and brothers. prevent them from working at night. 

A further four managers mentioned that their workers do stand against 

women participation in management work. putting various impediments 

before their progress in management hierarchy. They also blamed 

traditions for restricting·women's participation in industrial work. 

13 
namely. to work side by side with men on production lines •. 

. 2.q: BUSINESS AND SOCIAL COMMUNITY 

2.1 Patronage and nepotism 

In industrial societies. it is felt to be "right" that in 

business. all people should be treated alike: friendships and enmities 

should not affect business deals. Business considerations should have 
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precedence over personal friendships and preferences. In other 

words. business behaviour should be "universalist". Of course. 

this norm is often violated. but such violations are considered 

14 obj ectionabl e. 

In underdeveloped societies. even in business. people think in 

terms of "we" (our family. friends. tribe) and "they" (the others). 

Relations. friends. tribesmen. get better deals than strangers and. 

15 according to Hofstede. it is normal and "right". The sociological 

term for such a behaviour is "particularist". 16 

Clearly. in the world of business. a manager cannot function 

properly if he/she is expected to play the part of patron or "be 

nepotic". exercising favouritism to facilitate the advancement of 

others (relatives. friends and so forth) irrespective of their 
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qualifications or business requirements. In a developing country like 

Iraq. patronage as well as nepotism are a widespread phenomenon 

in most spheres of life. both public and private. It permeates all 

17 sectors of the economy and social life. 

In fact. the problem of patronage and nepotism must be 

considered in the light of other social factors. We have seen. for 

example. in the previous chapters that Iraq has passed through a 

very dark period during the last four hundred years. We have also 

observed that during the last fifty' years or so. at least six 

principal features characterised the societYJ political instability. 

illiteracy. rural-urban migration. nomadism. family and tribal 

relationships. Each one of these features promotes and reinforces 

such behaviour. 



It is difficult for managers to resist placement and promotion 

claims particularly if the patron pressing these claims on behalf of 

parents, brothers or friends, holds a prominent position in government 

or industry. What irritates managers is that these patrons show 

little understanding of management's duty to ensure that only people 

18 capable of doing particular jobs are given these jobs. 

Similarly, while business contracts should be properly allocated 

according to sound business principles, instead, in Iraq, we find 

that these are largely done through the influences of patrons and 

relatives. 

While twenty seven managers (61%) confirmed that patronage and 

nepotism remain a major problem today, hampering their work, only 

eleven of them believe that it is less of a problem than five years 

ago. The other sixteen managers stated that in their opinion the level 

of this problem is either the same (20% of the sample) or greater 

than before (16%). 

TABLE 8.2: LEVEL OF PATRONAGE AND NEPOTISM DURING THE LAST FIVE 
YEARS AS REPORTED BY MANAGERS 

Level of Nepotism Frequency Percentage 

Less than five years ago 11 25 

Same as before 9 20 

More than before 7 16 

No answer 17 39 

Total 44 100 

In fact, the phenomenon appear~ to be so endemic to the extent that 

one could be justified in saying that it is the national way of life 

rather than a temporary aberration. 
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Having reached this stage. let us look at the main reasons 

of this phenomenon. 

Reasons of mediation: 

The forty four managers were asked to mention what are the 

main reasons responsible for practicing mediation and for nepotism 

in Iraq. Table 8.3 summarizes their answers. 

TABLE 8.3 REASONS OF MEDIATION AS REPORTED BY THE MANAGERS (N=44) 

Reason Frequency Percentage 

1. Family. kinship and friendship 
ties 34 77 

2. Illiteracy 22 50 

3. Shortage of products 17 37 

4. Mistrust between employers. 
workers and customers 10 23 

5. Others 8 18 

As can be seen from the Table. thirty four managers (77%) regard 

family ties. kinship and friendship relations as the principal factor 

for exercising mediation and nepotism. Twenty two managers (50%) 

looked at illiteracy as an important factor for practicing mediation. 

They felt that people who are educated and possess a knowledge of the 

working of society are less likely to be involved in such practices. 

Seventeen managers (37%) pointed to the shortages (resulting from . 
either inefficient or poor distribution) as having significance when 

there is a limited supply of goods allied to high levels of demand -

there is large scope for systematic nepotism. Also. ten managers (23%). 

are of the opinion that mutual distrust between government agencies. 

private enterprises and individual people is another important factor in 

this respect. 



Other reasons behind the spread of mediation were noted by 

eight managers (18%). These range from bureaucratic inefficiency 

and procrastination to lack of incentives (financial and promotional) 

as well as little encouragement of worker mobility. These managers 

also felt that comprehensive central planning increased their 

problems on the one hand. and also increased the problems of the 

public. particularly those seeking jobs in a certain government 

institution. As managers. they felt that central planning increased 

their problems by restricting freedom and flexibility in decision-

making while curtailing their ability to select suitable personnel 

for whichever position requires filling. 

2.2 Shortage of skilled manpower 

One of the most important resources available to any organisation. 

19 many would say the most important. is its employees. However. it 

is the author's point of view that the quality of these employees 

must be considered so long as it plays an important part in any 

organisation's success. In Iraq. as we observed earlier. the scarcity 

20 of skilled manpower is very acute. This could be endorsed by the 

fact that twenty three managers (52%) stressed that the lack of 

skilled workers is a major Obstacle to progress and development. of 

whom ten stressed thut they could not replace old machines with 

modern ones due to such problems. A further five managers said that 

while it is easy to bring in advanced machinery. it is difficult to 

find trained staff capable of running it properly. 

Furthermore. many of the public sector managers surveyed were 

irritated because recruitment procedures are outwith their hands and 

this has decreased managers' ability to choose the right person for 

the right job. Indeed. what is clear is that industrial development 
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cannot be achieved without an adequate number of properly skilled 

workers available at the right place and time. 21 

2.3 Low Level of productivity: 

"There should be no increase in wages if there is 
no increase in productivity. The quantity and 
quality of Iraqi productivity needed to be improved 
in industry. agriculture. and services." 

Saddam Hussein. 1976. 

The proceeding discussions lead to the inference that the Iraqi 

workers' productivity. whether in industry. agriculture or service 

sectors. is deplorably low. Despite the presence of such a fact 

under one's nose. unfortunately only twenty managers (45%) were 

able to confirm such a truth. As for the rest. (i.e. 24 managers) 

they refrained from any answer possibly because they felt that 

answering one way or the other would put them in trouble. More 

than ten managers were of the opinion that the productivity of the 

Iraqi worker does not exceed 30% of those who are working in 

developed countries. 

Here it is worth mentioning that the problem of productivity 

has been discussed on the national level in the autumn of 1976. 

Though the working paper of these discussions has showed 

different factors which adversely affected productivity. such as 

inflexibility of labour laws. lack of specialisation inside management 

machinery, and the "Umbrellas" of the state organisations which 

22 were used to protect senior managers and union leaders. none had 

been given to such crucial factors as the pressure on managers 

exercised by ministers. heads of institutions and union leaders} 
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the problem of agricultural background of the majority of the workers 

and its impact on productivity. So are the problems of inadequate 

23 or inefficient utilisation of labour "under utilisation of the workers; 

the problem of the Law No. 103 which was legislated in 1974. by which 

the government has oblig~d herself to find employment for each 
, 1 

graduate in government organisation. All those who have participated 

in the discussions and "seminars" had avoided discussing senior 

managers' qualifications and to what extent it fits management 

standards and their enterprises. 

According to the researchers view. to raise productivity. one 

must take into account the scarcity of "human capital". the quality 

of workers and managersJ the problems of bad planning in production 

and purchasing as well as storage systems; the problems of inadequate 

provision for training and human development; ineffective incentive 

systems and the problem of promotion which is largely based on 

seniority. or perhaps on favouritism; the differences between wages 

of private and public sectors; bad administrative control; badly 

designed administrative structure I the problems of patronage and 

nepotism as well as the problems of underemployment and upon-unemployment. 

Those and other economic and non-economic inputs into the social 

production function must be taken into account if strategies, to 

raise productivity are to succeed in Iraq., 

2.4 Private visits at the office 

Managers' time is high-priced and important for their decisions 

affect company survival. growth. as well as those who are connected 

with its implementation. As such. therefore. it seems profitable to 

schedule "capitalize" managers' time in such a way that very few 

friends or relatives are permitted to drop into their office during 



working hours for non-business chats over coffee. Though many 

would accept such a policy. (59%) of the managers sampled are of 

the opposite view. Only eighteen managers (41%) indicated that 

they were annoyed by their visitors. Six managers said: 

"It is easier to organise. or even to restrict. workers' 
visitings than to control that of outsiders. H 

In their opinion. restricting friends or relatives visits would 
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make them angry with you. In their eyes. you' "ai"e a discourteous and 

dishonoured person. The others, twelve managers, were irritated 

because their workers come from any level of the company without 

going through hierarchy. 

On the other hand, most of those who prefer an unconditioned 

open-door policy, believe that 

such a policy lets them know what is going around, and it minimizes 

the gulf between them and their subordinates. 

What has been said above indicates that the problem of visiting 

does not only concern workers within an establishmentJ it extends 

to outsiders as well. 

At this point, it seems reasonable to . ask the following question: 

Why do such visitings take place? To answer this, we need to remember 

the strength of the relationships between an organisation and its 

external environment. Indeed, the external environment has a major 

impact on what the organisation does and the way it goes about 

24 achieving its major objective. As regards visiting habits. in 

fact. this social phenomenon is fairly common in Iraq and other Arab 

countries. In the previous chapters we have discovered that each 

sheikh. each family has a "Majlis" (assembly or guest room or simply 

visiting room) where the visitor can either pay his respects. or request 
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a favour. or submit a grievance.
25 

As an Arab. you have to respect 

your visitors irrespective of their visiting times. Indeed. social 

pressure on this matter is profound. On the other hand, the people 

of Iraq are still living in a pre-industrial era. Not very far back. 

only three decades ago, all the Iraqi cities were suffering from 

backwardness and dramatic political instability. It is true that 

Iraq has made considerable economic and social progress within the 

last thirty years; however. it is believed that the country needs 

massive efforts and time to change and modify people's behaviour 

to grasp the new concepts that entailed industrialization. At this 

point. it will. perhaps, be helpful if we remember that in 1977. 

around 70% of all the houses in Iraq were built either in mud (hut) 

or sari fa. 
26 Many of which were nothing but tents. Thus. one could 

be justified in saying that the majority of the people are still living 

in an atmosphere characterized by tribal relations and other traditional 

customs and values. 

Thus far we are examining tribal and family life in terms of 

social visitings and social relations. We need to consider further 

why such behaviour exists inside institutions. To understand this 

situation. let us recall what Leavitt. Dill and Eyring have said 

in 1973: 

"You cannot hire a piece of man. You cannot hire just 
the machinist's skill. You must hire the whole machinist. 
with all the accessories attached - his ethnic background, 
his education. his political activitism and all the rest 
of him. You cannot hire a hand." 27 

Another scholar. 80as, sheds some light on this situation as follows: 



"From our earliest days we imitate the behaviour of 
our environment and our behaviour in later years 
is determined by what we learn as infants and children. 
The response to any stimulus depends upon these early 
days." 26 

2.5 Marketing constraints 
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Fourteen managers (32%) singled out different marketing problems 

including the shortage of raw material and the absence of efficient 

distribution systems as major constraints on their business. So too. 

they protested despairingly. that some societal values and norms 

still restrict certain types of advertising and marketing. For 

example, six managers indicated that they cannot advertise their 

wares (cosmetics, garments, spirits, etc.) neither on television or 

radio, mainly because the society is conservative. Three managers 

said: 

"In Iraq, we cannot apply the same marketing and 
advertising methods which are now fairly common in 
the West. Take for example. door-to-door selling, 
selling through magazines or catalogues, mail adver­
tising. They are completely absent in Iraq. In 
fact we need many years to use them successfully." 

Another manager mentioned that the use of modern marketing and 

advertising methods is fruitless mainly because the current supply 

of any industrial product is less than the actual local demand. 

Indeed, businessmen in Iraq are not yet used to the idea of 

the mass consumer market that is slowly but surely developing. They 

want to get the sale over and done with as quickly as possible, 

and in only very few cases or places is the customer allowed to 

return or exchange an item that he has purchased. In many enter-

prises and shops, signs are displayed cautioning customers that 

once the goods leave the premises. the sale is final and no exchange 
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is allowed. Until quite recently, and even now in most cases. 

very few enterprises extend credit to their customers. or allow 

them to buy on an instalment plan. Many of the private managers 

covered by this study have signs placed in their office. stating 

that this enterprise does not allow any business on credit. The 

sign may run something like this: 

"Please forgive us •••• please do not blame us, but 
we cannot extend credit." 

The private managers still depend on their personal acquaintances 

and knowledge in advertising their business. Even in the medium of 

public enterprises. the personal touch is still maintained. and 

indeed expected. 

1.6 Workers are of agricultural and rural origin 

At this point, the reader is quite aware that the people of 

Iraq practiced agricultural activities since the dawn of history. 

Until today. the majority are involved in such matters. Indeed. 

agricultural activities in pre-developed countries are still a 

process which only partially are controllable. Namely it still 

controls by the whims of nature and people are still far away from 

applying systematic and scientific methods. For example, in Iraq. 

not very long ago. the peasants were raising their hands into the 

sky - the home of God - and asking God to give them rain. Such a 

faith. and many others, in an invisible supernatural power has led 

them to be more dependent rather than independent on themselvesJ 

their innovations. initiatives, and ability are nothing but inferior 

and unpretentious. On the other hand, if we remember that within the 

last three decades there were many immigration waves from villages 



into the main cities. it becomes obvious that the majority of the 

workers have agricultural backgrounds. Six managers were of the 

opinion that the agricultural background of the workers represented 

another set of pressures. Firstly, because those workers were more 

illiterate than those born in towns and consequently they have little 

ambition to change or adapt their agricultural behaviour to match 

industrial requirements. Secondly. they lack initiative power whether 

in terms of systematic thinking or of applying new work methods. 

SUMMARY: 

The chapter has attempted to uncover and discuss the principal 

social pressures or constraints that interfere with managers' work 

and to what extent the managers studied are able to exercise full 

control over such constraints. 

Two groups of social pressures were presented by the managers. 

The first group was "socia-cultural pressures" while the second group 

of pressures was "business and social community". 

The first group indicated that managers cannot work in a 

completely inconstrained way. Moreover, they are not able to exercise 

the same degree of freedom over their own organisation of work as 

their Western counterparts. They have to pay special attention to 

their families, relatives and friends. mainly because the society is 

a group-society and largely based on the theory of blood relationship. 

Because Iraq is a developing country. and because the people still 

admire the bedouin and village values and customs. these managers 
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face different sorts of social pressures. Chief among them are a 

dislike of manual work: low level of industrial mentality and 

literacy; low value of time and sex discrimination. 

Under the second group of pressures. "Business and social 

community" we discovered that the managers were irritated because 

of patronage and nepotism among the people who deal with them: un­

skilled workers; low level of productivity: unscheduled private 

visits to their office during the working hours; marketing constraints. 

Some of their workers are of rural origin and this reinforces 

the web of social constraint surrounding the managers' job. 

What is obvious from the chapter is that the Iraqi managers. 

like other Arab managers, are under strong social pressures. 

Pressures from their families. relatives and friends. Pressures 

from their workers and finally. pressures from the wider society 

as a whole. 
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CHAPTER NINE 

THE MANAGER'S DECISION-MAKING STYLES 

INTRODUCTION: 

The last two chapters concluded with the findings that while 

the Iraqi managers devote little time to management activities. 

compared with what they accord to paperwork and personal activities. 

they are under strong social pressures: pressures from their 

families. relatives and friends; pressures from their workers and 

from the wider society as a whole. 

The intention in this chapter is to explore how these managers 

employ power in decision-making and to what extent they permit 

their subordinates in such a process. The term "power" in 

this chapter means the manager's ability to exert influence over 

1 the act of his subordinates. 

1.0 DECISION-MAKING STYLES 

Much of human behaviour is a reflection of the decisions people 

make. and the process that regulates and controls these choices or 

decisions are central to any scientific discipline that purports to 

understand and predict human behaviour. 

Many theorists. including Simon, Cyert and March believe that, 

since managing is characterised by decision making. the central focus 

of management theory can be decision making and the rest of management 

2 thought can be built around it. Yet. according to Vroom and Yetton, 
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understanding the process of the decision making is critical, not 

only for the explanation of individual behaviour, but also for the 

behaviour of complex organisations. 3 

During the last thirty years an immense literature on leader­

ship and/or management styles has developed. Most of this literature, 

as we observed in chapter one, has discussed the decision-making 

process. One facet of this highly complex phenomenon is the manager~s 

choice of how much he involves subordinates in the decision-making 

4 process. 

In chapter one of this study we have also observed that one of the 

most important features of the cultural school of management is that 

management style in the developing countries is authoritarian­

paternalistic and that this style is the result of their socio­

cultural environment. It is among the aims of this chapter to dis­

cover the validity of such a thesis in Iraq. 

We are also interested in providing support to scholars of 

organisational behaviour who emphasise that there is no one best 

management style and leadership is a contingent variable - depending 

5 on the situation in which a manager works. 

We are also interested in examining Muna's results which confirms 

that the Arab executive uses consultation in his decision making more 

than any other style. 

The conceptual framework and the methods used in this study of 

decision making styles have been gathered from seven taxonomies 

published during the last forty years. Table 9.1 summarises these 
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resources and from which the reader can Observe that the last three 

studies (Heller. 1971: Vroom and Yetton. 1973: Muna. 1980) had a 

substantial impact on the current study. 

The various decision making styles used by a manager have been 

defined and ordered by a four point equal interval scale reflecting 

the various degrees of power-sharing between the manager and his 

subordinate(s). Figure 9.1 demonstrates this continuum. 

FIGURE 9.1: THE POWER SHARING CONTINUUM 

Style 
(1) 

Style 
(2) 

Style 
(3) 

Style 
(4) 

own 
decision 

consultation jOint decision delegatioJ 

Participation 
+ 

) 
Subordinate~ influence on decision-making 

The current continuum is almost sim~lar to the continua used in 

Heller's and Muna's studies with one main difference: we enlarged 

Style 3 (Joint decision making) to include the idea that when a manager 

makes joint decisions with subordinate(s) he may consult his superiors, 

6 partners or outsiders. 

The only difference between Heller's and Muna's continua is that. 

Muna regards Heller's Style 2 (own decision with explanation) as an 
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TABLE 9.1 COMPARISON BETWEEN DECISION STYLES EMPLOYED IN THIS RESEARCH AND THOSE OF PREVIOUS INVESTIGATORS (ADAPTED 
FROM VROOM AND YETTON, 1973 AND MUNA. 1980) 

Lewin, Maler Tannenbaum and Schmidt Likert Heller Vroom & Yetton Muna Sul1eman 
Lippit (1955) (1958 ) (196]) (1971) (1973 ) (1980 (present study) 
& 
White 
( 1939) 

I\uto- Auto- Manager Manager Manager Explo- Bene- Own Own Manager Manager Manager Manager makes 
:::ratic cratic makes sells present~ tive va lmt deci- deci- makes makes makes decision with-

L eader- Manage decision de- ideas & autho- autho- sian sian decision decision decision out consulting 
ship ment and cision invites rita- itat- with with himself obtaining without subordinate(s) 

announ- quest- tive ive det- deta- (A1) necessary consult- but may consult 
ces it ions systems (systems ailed iled information ing sub- superior. 

1 ) 2) expl- expl- from sub- ordinates partners or 
ana- ana- ordinate but may outsiders 
tion tion (A 11 ) consult (Style 1) 
Style1 9;yle 2 superior. 

partners 
or out-
siders 
(Style 1) 

Consul- Manager Manager pre- Consultat- Prior con- Manager Manager Prior con- Prior consulta-
tative presents sents problem. ive sultation shares shares suI tation tion with sub-
Manage- tentative gets suggest- (System 3) with sub- problem problem with sub- ordinates 

ment decisions ions. makes ordinates with s.1:l- with ordinates Style 2) 
subj ect 10 decisions (Style 3) ordinate. group. (Style 2) 

changes makes aNn makes o,.m 

decision decision 
(Cn (C11) 

Demo- Group Manager Manager perm- Participa- Joint deci- Manager & Manager Joint dec- Joint decision-ratic dis- defines its group to tive sian making subordina (acting like ision- making with sub-leader- cuss- limi ts. asks make decision group with sub- te toge- chairman) & making witt ordinate(s). Man-ship ion group to within pre- (System 4) ordinates ther arr- group dis- subordinatE ager may consult make deci- scribed limits (Style 4) ive at cuss, eval- (Style 3) superior. partner sion ! mutually uate & make or outsider 

c 

agreeable a group (Style 3) 
decision Idecision 

(G1) (G11) 
Laissez Delegation ot Delegation of decis- Delegation Delegation oT dec 
faire decisions to ions to subordinate of decis- isions to sub-
:"fi9der- subordinates (0) ion iO sub o)dinate (Style 4 l.p I( Style 5) ord. Style 4 s 

N 
N 
co 

) 
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elaboration on Style 1 (own decision without explanation). Indeed 

we share Muna's view which says: 

"To explain or to 'sell' the decision to subordinates 
is not likely to change either the power wielded by 
the executive or the influence exerted by his sub­
ordinates on the outcome of a decision he had already 
made." 7 

The other thing which forced the present researcher to avoid Heller's 

classification of Style 1 and Style 2 is that the majority of the 

managers interviewed were unable to distinguish between these two 

styles. 

On the other hand. the current study shares Heller's and other 

scholars' inclusion of delegation as an extension to the conventional 

decision-making styles. It highlights an essential managerial 

responsibility with potentially great benefits to the manager. the 

subordinate. and the organisation as a whole. 8 When used properly. 

delegation has several important advantages. The first and most 

obvious is that the more tasks managers are able to delegate. the more 

opportunity they have to seek and accept increased responsibilities 

from higher level managers. Thus. as managers we will try to delegate 
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not only routine matters but also tasks requiring thought and initiative. 

so that we can be free to function with maximum effectiveness for our 

organisations. 

Another advantage of delegation is that it frequently leads to 

better decisions. since subordinates closest to the "firing line" are 

likely to have a clearerview of the facts. 9 In addition. effective 

delegation speeds up decision making. Valuable time is lost when 

subordinates must check with their superiors (who then may have to check 

with their superiors) before making a decision. This delay is eliminated 



when subordinates are authorised to make the necessary decision on the 

spot. Finally, delegation causes subordinates to accept responsibility 

and exercise judgement. This not only helps train subordinates -

an important advantage of delegation - but also improves their self­

confidence and willingness to take initiative. 10 

2.0. A DECISION-MAKING PROFILE OF THE IRAQI MANAGERS 
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A semi-structured interview method was used to obtain information 

about the managers styles in decision making. Each manager was presented 

with a description of four alternative decision styles as follows: 

(A) You make the decision, no previous consultation with your 

subordinate(s). You may tell your subordinate(s) what the 

problem is in getting the information from 'him/them but his/ 

their role is to provide you the necessary information rath~r 

than generating or evaluating alternutive solution. Sometimes 

you may discuss the problem with your superiors, partners or 

with outsiders. 

(8) You share the problem with your subordinate(s), getting his/ 

their ideas and suggestions, then you make your decision which 

mayor may not reflect his/their influence. 

(e) You share the problem with your subordinate(s), and together 

you analyse the problem and arrive at a mutually agreeable 

solution. You may consult and discuss the problem with your 

superiors, partners or with outsiders. 



(D) You delegate the problem to your subordinate. providing him 

with any relevant information that you possess. but giving 

him responsibility for solving the problem by himself. You 

mayor may not ask him to report his discussion to you. 

You seldom veto his decision. 

Each manager. then. was given ten'decisions and requested to 

specify which of the alternatives he would normally use. The ten 

decisions were as follows: 

1 - The decision to increase the salary of one of your direct 

subordinates. 

2 - The decision to increase the number of the workforce in a 

certain department. 

3 - The decision to hire one of several applicants to work in 

your subordinates' departments. 

4 - The decision to promote or to increase the salary of one of 

your subordinate's workers. 

5 - The decision to terminate one of your subordinate's'workers. 

6 - The decision to introduce a new product(s). 

7 - The decision to enter a new market. 

8 - The decision to expand the total current production capacity 

of your company. 

9 - The decision to change or modify the formal organisation 

chart of the company. 

10 - The decision to change responsibilities and authorities of 

the head of a certain department. 
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To avoid response bias. two methods were used. The first was to 

ask each manager to give some documents which supported his argument in 

a certain alternative while the second was to ask his direct subordinate(s) 

about the same decision. For example. when a manager says: I normally 

use the second alternative when I take the decision to introduce a new 

product or to enter a new market. the researcher. after the meeting. 

usually makes another interview with manager's direct subordinate(s) 

to see to what extent the manager was true. 

Coding procedures were taken after long discussions and usually 

when the researcher left the company. 

Two methods were used to analyse the data. The first was to use 

frequency distribution of responses to each of the ten decisions in the 

light of these four alternative decision-making styles. The second 

method used the concept of the power-sharing continuum. Let us examine 

each one. 

1 - The frequency distribution: 

The frequency distribution helps us examine today's argument 

which confirms that different managers use different decision-making 

styles for one common problem and that managers rarely employ one 

11 decision-making style across different types of problems. 

Table 9.2 shows the results of the frequency distribution of 

responses to each of the ten decisions classified according to the 

four alternatives of decision making. 
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TABLE 9.2: DISTRIBUTION OF DECISION STYLES FOR EACH DECISION BY MANAGERS (N = 44) (EXPRESSED AS %) 

DECISIONS STYLES 
(1 ) (2) (3) (4) 

Own Decision Consultation Joint Dec- Delegation 
icion 

I 1. To increase the salary of one of your 
direct subordinates 86 7 7 -

2. To increase the number of the workforce 
in a certain department 52 25 23 -

3. To hire one of several applicants to work 
in your subordinates' departments 43 34 16 7 

4. To promote or to increase the salary of 
one·of your subordinate's workers 34 41 20 5 

5. To terminate one of your subordinate's 
workers 68 27 5 -

6. To introduce a new product(s) 25 11 63 -
7. To enter a new market 30 16 54 -
8. To expand the total production capacity 

of the company 27 14 59 -
9. To change/modify the formal organisation 

chart of the company 41 18 41 -
~O. To change the responsibilities and 

authorities of the head of a certain 
department. 68 23 9 -

ALL DECISIONS 47 22 30 1 
- --------- - - ------- --- --- --- ~- ~ ---- ~--

TOTAL 

100 

100 
i 

100 

100 

100 

100 

100 

100 

100 

100 

100 



As can be seen from the Table. the manugers studied have 

employed different styles for each one of the ten problems or 

decisions and no one has one specific style across different 

types of decisions. 

Oddly enough. almost all the managers avoid employing 

Style 4 (delegation). The same is equally true. that Style 1 

(own decision) is predominantly preferred by the managers for 

this specific set of decisions. 

Though the results give support to the cultural school of 

management in that the authoritutive management style is fairly 

common in the developing countries. the author suspects the 

argument of Haribson and Myers which we discussed in Chapter One. 

According to these theorists. authoritative or participative 

management style depends on the level of industrialisation of a 

12 given country. Level of technology alone. in my opinion. is 

not a decisive factor in changing management decision-making 

philosophy. The social community. family structure. the relation-

ships that exist within a family as well as the different social 

pressures that surround managers must all be considered when we 

talk about management style in a given country. 

It is also possible that a different set of problems (decisio~) 

lead to different styles. Nevertheless, when we reconsider the type 

of relationship that exists between fathers and sons on one hand 

and the different social pressures or constraints that surround the 

Iraqi managers on the other. we can conclude that the authoritative 

deciSion-making style will continue to be the salient feature 

irrespective of what the type of the problems or level of technology 
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are. Levinson endorses such a view and mentions: 

"Management practices vary according to the more 
obvious aspects of the family structure in a par­
ticular culture or sub-culture •••• Each person 
has a posture toward authority. derived from 
relationships with the only figures known as a 
child - parents and surrogates." 13 

The current results. differ from what Muna has found in six 

Arab countries in 1980.
14 

Figure 9.2 represents a comparison 

between Muna's study of S2 Arab managers and the present study. 

It shows that Muna's style 2 (consultation) is the dominant one 

while in this study. it is style 1 (own decision). Though the 

comparison is difficult. largely because Iraq was not included in 

Muna's study. the number of non-industrial managers must be 

considered. While there were 28 trade and service managers in 

Muna's study. nothing like that exists in the current study 

all are industrial managers. As an Arab. the author believes 

that managers of trade and service organisations are more flexible 

and tolerant on such matters as time. formalities. and other 

regulations including decision-making than managers of industrial 

organisations. In other words. managers in such trade and service 

organisations tend to use less centralised decision procedures than 

their colleagues in the industrial organisations. 

Figure 9.2 also indicates that managers in these two stUdies 

pay meagre attention to style 4 (delegation). Indeed. whether 

in Muna's study or the present study. style 1 and style 2 are the 

prevailing ones. This indicates that the Arab managers. regardless 
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of their countries. type of business. are inclined to use author-

itative styles over subordinates. Concerning that delegation is 

important to the organisation. the refusal of managers to delegate 

and let subordinate(s) actively participate in decision making 

process has the effect of stifling initiative and/or eliminating 

valuable training experience as well as contributing to sub-

15 ordinates' dissatisfaction. However. when we re-examine the 

situation of the Iraqi managers in the light of their sectors. we 

discover that the private sector managers are more inclined to use 

style 1 (own decision) irrespective of the type of the problem. 

whereas in the public sector. the managers are more inclined to use 

style 3 (joint decision) almost in all situations (see Table 9.3 

and Figure 9.3). 

The principal reason of such a difference is that the public 

sector manager does not have a free hand. or more precisely, free 

enterprise. In addition. and as we have observed in chapter four 

of this study, the economy of Iraq is run according to a national 

comprehensive centralised economic plan. A public sector manager 

must fulfil the objective of his company which is already specified 

by his ministry in the light of the national comprehensive plan. 

A failure to fulfil such objectives will put the manager in a 

15 problem. 
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TABLE 9.3: DISTRIBUTION OF DECISION STYLES FOR EACH DECISION. BY MANAGERS AND SECTORS (N = 44) (expressed as %) 

DECISIONS STYLES AND SECTORS 

(1 ) \ (2) (3) (4) TOTAL 

Own Decision Consul tation Joint Decision Delegation 

Public privat, PUbli1 Pri- Public Private Public PrivatE 
vate 

I I 

To increase the salary of one of your 
\ 

1. 
direct subordinates 90 83 I 10 4 - 13 . - - 100 I I 

2. To increase the number of the work- I I 
force in a certain department 20 79 35 \ 17 45 4 - - 100 

3. To hire one of several applicants to I 
I 

work in your subordinate departments 20 63 35 
1

33 35 I 4 10 - 100 
I I 

I 
\ 

i 

4. To promote or to increase the salary of 
\ 37 

I 

one of your subordinates' workers 20 46 45 30 
, 

13 5 4 \ 100 I 
5. To terminate one of your subordinate's I I 

125 workers 70 67 30 - I 8 - - 100 , 
\ 46 6. To introduce a new product(s) 10 37 5 I 17 85 - - 100 

I i 33 7. To enter a new market 5 50 15 \17 80 100 - -
\ 

I 

8. To expand the total production capacity 
, 

i 

of the company 5 46 15 \ 13 
80 I 41 - I - 100 I 

9. To change/modify the formal organisation 
chart of the company 20 58 30 B 50 34 - - 100 

10. To change the responsibilities and 
authorities of the head of a certain 
department 60 75 30 17 10 8 

f - - 1100 

120.6 
• ALL DECISIONS 32 60 25 19 41 1.5 0.4 .100 

-

i 

• I , 

i 
I 

I 
I 

i 
i 

N 
W 
CD 
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2 - The power-sharing continuum: 

The second method of analysing the data presented in this 

chapter was to make use of the power-sharing continuum and the ass-

umption that its four styles are separated by equal intervals (see 

Figure 9.1). This assumption allows using the main scores of all 

the managers or each group of managers according to their sectors. 

This method enables us to analyse the variances among these scores. 

The same method was used by other scholars in analysing decision-

17 making styles. 

The following values were assigned to components of the power­

sharing continuum (see Fig. 9.1), style 1 (own decision) = 10J 

style 2 (consultation) = 20J style 3 (joint decision) = 30J and 

style 4 (delegation) 40. Thus, a high score implies that a 

manager allows his subordinate large influence in decision making. 

Conversely, a low score indicates that the manager allows little 

influence in decision making or simply. the manager has more control 

over the outcome of the decision. 

Let us, at this stage. investigate the mean score of all the 

managers and compare it with the mean score of each sub-group of 

managers according to their sectors. While the mean score is 19 for 

all the managers. it is 21 in the public sector and 16 in the private 

sector. This indicates that subordinates participation in decision­

making in the public sector is more than those who are working in 

the private sector. In other words. the public sector manager is 
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more participative (or democratic) in decision making than the 

private sector manager. In effect. such a difference between mean 

scores suggests that it will be fruitful to extend the analysis in 

two ways: 

First: Breakdown the decisions according to their importance: 

The fact that some decisions are more important to the business than 

others. or have particular importance to subordinate(s) or to a 

certain department but not to the company as a whole. leads us to 

breakdown the previous ten decisions into three levels or groups.18 
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a: Personnel deciSions; deal with personnel matters of subordinate(s). 

such as promotion. termination. salary increase. hiring a new 

employee and so forth. Decisions 1. 3. 4 and 5 are of this type. 

b: Departmental decisions; include those dealing with a certain 

department such as increasing the total number of workforce of 

one department. or to change the responsibilities and authorities 

of a certain department. and the like. Decision 2 and 10 are 

of such types. 

c: Organisational decisions: represent those decisions which are 

of critical importance to the company because they involve 

potential serious consequences such as long-term planning. 

financial risks. large outlays and other issues relevant to the 

organisation. Decisions 6.7. 8 and 9 represent this category. 

In the light of these three. groups of decisions. let us examine 

the responses of the managers for these groups of decisions to see 
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whether they can differentiate these categories (situations) of 

decisions in the power-sharing styles they use. Table 9.4 summarises 

this distribution. 

TABLE 9.4: DISTRIBUTION OF RESPONSES BY STYLE FOR THREE DECISION 

GROUPS (N = 44) (percentages)-

Decision Group Styles 

(1 ) (2) (3) (4 ) 
Own de- Consulta- Joint Delega-
cision tion decision tion 

Personnel 

(Decision 1,3.4.5) 58 27 12 3 

Departmental 

(Decisions 2 and 3) 60 24 16 -

Organisational 

(Decisions 6.7,8,9) 31 15 54 -

Weighted average 47 22 30 1 

(-The table is a reduction of table 9.2). 



The above table highlights two important points: 

a personnel and departmental decisions are largely carried 

out by the managers themselves. This behaviour increases 

as we move from Style 1 to Style 4. That is. the manager 

becomes more autocratic. 

b on the contrary. organisational decisions stand on the 

other side of the power-sharing continuum where managers 

permit subordinates participation in such decisions. In 

other words. they are more participative. 

However. such a conclusion should not be taken on its face value. 

As it can be seen from the table. this is not always true 

because subordinates participation sharply fluctuates along the 

continuum. This matter will become clearer in the second method 

of our analysis. 

Second: Managers situation according to his sector. ' 

The responses of the managers for these groups of decisions 

have been broken down according to managers' sectors. Table 9.5 

summarises this redistribution and indicates that in the private 

sector. StYle 1 (own decision) is the prevailing one irrespective 

of the type of the decision. Whereas in the public sector. although 

Style 3 (joint decision) is the dominant one. the manager uses it 

only with organisational decisions on issues such as purchasing a 

new capital equipment. entering a new market or producing a new 

product. 
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TABLE 9.5: DISTRIBUTION OF RESPONSES BY STYLE AND SECTOR 

FOR THREE DECISION GROUPS (N = 44) (percentages) 

Decision Group Styles 

(1 ) (2) (3) (4 ) 
Own dec- Consu1ta- Joint dec- Oe1e- Total 
ision tion ieion gat10n 

Personnel: A· 50 30 16 4 100 

B** 65 25 9 1 100 

Departmental J A 40 32 28 - 100 

B 77 17 6 - 100 
, 

Organisational J A 10 16 74 - 100 

B 48 14 38 - 100 

Weighted average, A 32 25 41 2 100 

B 60 19.2 20.4 0.4 100 
• 

i , 

• A = Public sector managers 

··B · Private sector managers 
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Having reached this paint. let us first look at the mean 

score of each group of decisions in the light of managers' 

sectors. as shown in Table 9.6. From the table it is clear that 

the forty four managers involve their subordinates more in 

organisational decisions than in the personnel and departmental 

decisions. 

TABLE 9.6 MEAN SCORE OF MANAGERS FOR THREE CATEGORIES OF DECISIONS. 

BY SECTOR. 

Sector Personnel Departmental Organizational 
decisions decisions decisions N 

Public 17.4 18.8 26.4 20 

Private 14.8 12.9 17.3 24 

All managers 16.0 17.1 23.2 44 

Closer examination of the table reveals that all the mean 

scores of public sector managers are consistently increasing as we 

move from personnel to departmental to organisational decisions. 

In the private sector the situation slightly differs despite the 

fact that managers are more participative (according to these 

mean scores) in organisational decisions when compared with other 

categories. They involve their subordinates more in personnel 

decisions than in departmental decisions. 
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Ironically, such findings are inconsistent with both Heller's 

and Muna's results. Both have concluded that managers tend to be 

less autocratic when dealing with problems related to subordinates, 

and more autocratic when f~cing organisational decisions. 19 

From Table 9.5 and Table 9.6 emerge two important questions: 

First: Why do public sector managers apply Style 3 (joint decision) 

when dealing with organisational decisions and use Style 1 

(own decision) and Style 2 (consultation) with personnel 

and departmental problems? 

Second: Why do private sector managers tend to be less autocratic 

when dealing with personnel problems and more autocratic 

with departmental problems? 

Chapters four and six discussed many things, including: 

First: that the economy is directed by central planning. .Central 

planning and decentralised execution of the economic plan are the 

basic principles which guide each economic unit in the public 

sector. We have also discovered that there are several levels of 

authority over the public industrial enterprises (see Figure 4.1). 

The difficulties that face the process of decision-making in 

the public industrial enterprises have been described in a United 

Nation report and discussed at a conference in Beirut in October 

1973. According to Edith and E.F. Penrose. this report showed: 



" that industrial enterprises were, in effect, 
organised as part of the state bureaucracy and 
were given very little autonomous power of decision. 
There were several levels of authority over the 
enterprise, including not only the state organisa­
tion to which it belonged but also up to at least 
four ministries (Industry. Planning, Economy, 
Finance) and a variety of sub-ministerial agencies. 
Nearly all decisions had to go through layers, 
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many of them had to go high up in the relevant 
ministries. The planning. evaluation and implementa­
tion of investment decisions required approval from 
a number of sources. and even the implementation 
might be undertaken by an agency outside the 
enterprise. Pricing decisions were made by the 
state organisation. and were subject to ministerial 
approval. giving the enterprise very little 
flexibility to meet market conditions. Even to 
sell off obsolete inventories, surplus raw materials, 
etc., managers of enterprises had to obtain 
authorization from higher authority and then sell 
at public auctions according to procedures laid 
down." 20 

These difficulties show that the public sector manager does 

not have enough power to make radical changes (organisational 

decisions) in his enterprise when compared with the power of his 

counterpart in the private sector enterprise. These difficulties 

also indicate that not only are there many levels of decision-

making in the public sector, but the process is highly centralised. 

To achieve radical changes in his enterprise, the public 

sector manager must have prior approval from his superiors, including 

the minister. 

On the other hand, the public sector industrial manager, 

according to the Iraqi labour laws, must let workers participate 

in organisational decisions. This, coupled with the fact that the 



majority of the public sector managers are young and highly mobile 

have forced them to apply Style 3 (Joint decision).21 Yet, in 

day-to-day matters, their behaviour is almost similar to that of 

their peers in the private sector both are more autocratic. 

Second: the shortage mskilled manpower in Iraq is very acute. 

as discussed earlier. Indeed, while the public sector managers 

pay little attention to this matter (partly because there are 

other governmental bodies responsible for supporting manpower and 

because he is working in the government and such matters as profit 

or losses do not affect him directly). the private sector manager 

keenly regards such issues for they have a direct effect on his 

financial position. This coupled with the fact that the majority 

of these managers have good experience in their current companies 

have made them less autocratic when dealing with subordinates' 

problems. As a matter of fact, the findings, together with the 

reasons mentioned above, lend some support to Vroom's suggestion 

that "it makes more sense to talK about participative and auto­

cratic situations than it does to talk about participative and 

22 
autocratic managers. 

SUMMARY: 

Much of human behaviour is a reflection of the decisions 
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people make. The processes that regulate and control these decisions 

are central to any scientific discipline that endeavours to under­

stand and predict human behaviour. During the last thirty years or 

so, an immense literature on leadership and/or decision making styles 



has been carried out. Most of this literature has discussed the 

ways and the problems of manager-subordinates participation in 

decision making. On the other hand. the reader of this literature 

finds that there are many cross-cultural studies that have 

concluded that the managers of the developing countries are more 

authoritative in decision making when compared with their peers 

in developed countries. 

This chapter has attempted to discover to what extent the 

Iraqi managers let subordinates participate in decision making 

and what leadership style is the most common among these managers. 

The chapter has also tried to examine the thesis of the cross­

cultural management scholars which indicates that authoritative 

management style or simply authoritative decision making style is 

the prevailing style in the developing countries. In addition. 

the chapter has tried to investigate Muna's results of the Arab 

executive on one hand. and to examine the argument which insists 

that there is no universal management or leadership style that is 

"best" in all situations (or different problenrJ and that leader-

ship is a contingent variable 

which a manager works. 

depending on the situation in 

The conceptual framework and the methods used in this chapter 

have been gathered from seven taxonomies published during the last 

four decades. The various decision-making styles used by managers 

have been defined and ordered by four point equal interval scale. 

reflecting the various degrees of power-sharing between the manager 

and subordinates. 
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A semi-structured interview method was used to obtain the 

information about the manager styles in decision making. Each 

manager was presented with a description of four alternative 

decision styles. The alternative styles were Style 1 (own 

decision): Style 2 (consultation): Style 3 (joint decision) 

and Style 4 (delegation). Each manager then was given ten 

decisions and requested to specify which of the alternatives he 

would normally use. 

Two methods were used to analyse the data obtained. The 

first was to use frequency distribution of responses to each of 

the ten decisions in the light of the four alternatives of 

decision-making styles. The second method of analysing the 

data was to make use of the power-sharing continuum and the 

assumption that its four styles are supported by equal intervals. 

While this assumption allowed the use of main scores of all the 

managers studied. it also enabled us to analyse the variances 

among these scores. 

Among the results the chapter has achieved are: 

first: The managers studied have employed different styles 

for each one of the ten decisions and none of the 

managers has one specific universal style across 

these different types of decisions. 

Second: Almost all the managers have avoided employing Style 

4 (delegation). 
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Third: Style 1 (own decision) was predominantly preferred by 

the managers for this specific set of decisions. This 

result differs from what Muna has discovered in the 

other Arab countries. He found that Style 2 (consultation) 

is the prevailing one among his subjects. The only 

reason for such a difference. according to the author's 

opinion. is that Muna's study has included 28 managers 

(54% of all the sample) working in trade and service 

organisations whereas the managers covered by the present 

study are all industrial managers. As an Arab. the 

author believes that managers of trade and service 

organisations are more flexible and tolerant on such 

matters as time. regulations and other managerial 

aspects including decision making than the industrial 

managers. 

Fourth: Subordinates participation in decision making in the 

public sector was more than their counterparts in the 

private sector. More precisely. the public sector 

managers were more inclined to let subordinates 

participate in decisi?n making than the private sector 

managers. This result forced us to extend the analysis 

in two ways: 

a) breakdown the ten decisions according to their 

content or importance into three groups as fallows: 

decisions bear direct importance to the subordinatesJ 

decisions have specific importance to a department. and 

decisions have special importance to the company as a 

whale. The aim was to see whether the managers can 
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differentiate these categories (situations) 

of decisions in the power-sharing styles they 

use, on one hand, and to discover on which 

group these managers are authoritative, on the 

other. 

b) analyse these groups of decisions in the light 

of the managers' sectors. 

The first method indicated that the managers used Style 1 

(own decision) in handling personnel and department matters and 

used Style 3 (jOint decision) in organisational decisions. 

252 

As regards the second method of analysis, the evidence indicated 

that Style 1 was the prevailing one in the private sector 

irrespective of the type of the decision. Whereas, in the public 

sector, although Style 3 was the dominant one. the managers used 

it only with organisational decisions. 

These findings are inconsistent with both Heller's and 

Muna's results. Both have concluded that managers tend to be less 

autocratic when dealing with problems related to subordinates 

and more autocratic when facing organisational decisions. While 

it is difficult to compare between managers from different 

, countries on the one hand, and because the Iraqi manage~s were 

absent in these studies on the other, the present findings lend 

some support to Vroom's suggestion that "it makes more sense to 

talk about participative and autocratic situations than it does 

to talk about participative and autocratic managers. 



Fifth: The findings presented in this chapter also indicate 

that it is misleading to generalise about management 

style, even when using a situational approach such 

as that of Vroom and Yetton, in a vacuum, or with 

superficial cross-cultural effort. It is essential 

to refer to the prevailing culture and situational 

factors of the environment to understand the meaning 

of the specific behaviours involved in "Style" and 

"situation". 
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CHAPTER TEN 

SUMMARY 

The present study is an exploratory study. It has attempted 

to explore the following principal aspects of the Iraqi managers: 

1. Their personal-social and career patterns and characteristics. 

2. The type of interrelationships that exist between these 

characteristics. and whether these characteristics differ 

according to: 

a: the size of the organisations in which these managers 

are working 
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b: the ownership of the organisations - public and private. and 

c: the managers' place of birth - rural and urban. 

3. The study has also tried to discover and document the decision­

making styles of the Iraqi managers and which style is most 

common among them. Likewise. to discover whether their styles 

differ across different decisions (problems) or across different 

sectors (organisation ownership). 

4. To show how these managers spend their time and what activities 

they perform in their work and to find out how long they spend 

in each activity and to what extent the length of each activity 

differs across the periods (the morning and the evening periods) 

and across the sectors and what are the principal reasons that 

are responsible for such differences. 

5. A comparison of the principal characteristics of the Iraqi 

managers with the characteristics of some of those working in 

some developed countries was also among the objectives of thi's 

study. 
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6. It was also among the objectives of this study to investigate 

the argument of the cross-cultural management theorists which 

confirms that management style in the developing countries is 

authoritative and managers in such countries minimize subordinate's 

participation in the decision-making process to the lowest degree. 

To achieve these and other objectives mentioned through the nine 

chapters of this study. several different methods have been used. In 

the first place. a careful review of the relevant literature in 

leadership theories and crosscultural management stUdies was undertaKen. 

The work of other researchers who had made studies on managers and 

their jobs. whether in the Western or in the Eastern countries. has 

also been carefully investigated. This method helped us to discover 

the following points: 

1 - There are almost as many different definitions of leadership 

as there are persons who have attempted to define the concept. 

There is little agreement as to the meaning of the concept 

and there is little in the way of unifying theory of leader­

ship. 

2 - There are different theories of leadership. The traits 

theories. the behavioural theories. the situational theories 

and the contingency theories. The situational and contingency 

theories are more accurate in dealing with leadership because 

they looK at leadership as an interacting process which differs 

from what we have seen in the traits and behavioural theories 

they both looked at leadership as an independent variable 

and the leader or the manager can work the way he likes. 



3. Leadership is a means - it is not an end in itself. This 

means can be used by managers and non-managers. Accepting 

such a criterion indicates that not all leadership behaviour 

of a certain leader or manager is directed towards achieving 

organisational objectives. 

4. From the field of the crosscultural management studies we 

have discovered the following points: 

a: there are two schools of management. the universal 

school and the cultural school. The first believes 

that no appreciable difference exists in managerial 

behaviour across countries while the second school. 

"the cultural school" believes that culture is the 

independent variable in explaining managerial behaviour. 

b: One of the most important features of the cultural 

school of manage'ment is that management style in 

developing countries is authoritative and managers 

in such countries avoid subordinate participation 

in the decision-making process. Many studies in this 

school have shown that the level of industrialisation 

is the major factor in determining manager-subordinate 

relationship. 

c: The current literature of crosscultural management 

studies covers only a small part of the world. It 

needs to be extended to cover such countries 'as China, 

Spain, Turkey. Iran. Iraq and the rest of the other 

Arab countries, in order to be more representative on 

the one hand. and to make better judgement in the field 

of management. on the other. 
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Another review of what has been written in the Western and 

the Eastern countries about the Arab society and its culture. 

including that of Iraq was also undertaken. This was so important 

from the point of view of this study. mainly because without such 

a prior understanding of the Iraqi society and its culture across 

long periods of time. the analysis of the Iraqi managers (in terms 

of their backgrounds. characteristics and decision-making styles) 

would have been incomplete. 
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In addition to these methods. 44 managing directors have been 

interviewed in Iraq. These managers are working in industrial 

organisations. 20 managers from the public sector and the remainder 

are working in the private sector. The organisations in which 

these managers work differ in sizes - the biggest one has 5.005 

employees and the smallest one has 48 employees. These organisations 

are located in different provinces - Baghdad, Ninevah. Arbile and 

Sulaimaniyah provinces. The forty four organisations produce 

different types of products ranging from foodstuff, beverage and 

tobacco to textiles, ready-made clothes, leathers industries, 

manufactured industries and cement industries. 
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FINDINGS OF THE STUDY 

In this part. a summary of the principal findings of this 

study 1s presented. These findings are classified into two groups. 

The first group of the findings cover the country as a whole - its 

geographical characteristics. its society. its political and economic 

environment. Thus. the findings of this group cover four chapters 

in this studYJ the second. third. fourth and the fifth chapters. 

The second group of the findings are concerned with the Iraqi 

managers. their backgrounds, characteristics and career patterns. 

How they spend their time and what activities do they perform. 

What are the principal social pressures "constraints" they perform 

and their decision-making styles. The findings of this second group 

cover the last four chapters. 

1.0 MODERN IRAQ: GEOGRAPHICAL ENVIRONMENT, SOCIAL 

ENVIRONMENT, ECONOMIC AND POLITICAL ENVIRONMENT 

1. GEOGRAPHICAL ENVIRONMENT: 

Iraq has an area of approximately 438,000 sq.km. The country 

can be divided into three regions: the mountains in the north and 

north-east. the alluvial plain in the middle and south. the desert. 

The desert covers 60% of the whole country and is situated in the 

west. Except in the mountains. the desert climate is the prevailing 

one in all parts of Iraq. It is characterised by a great temperature 

variation between day and night, summer and winter. the maximum of 

o which reaches 40-45 C. 



Tigris and Euphrates: A Continuous Challenge 

Until very recently the people were victims rather than the 

beneficiaries of the main two rivers - Tigris and Euphrates. They 

have posed a challenge to the riparian agricultural population 

since earliest times and still play tantalizing tricKs on them. In 

the Spring, the surging rivers pour out an over-abundance of water, 

whereas during the summer, when the sun parches the land, they 

provide barely enough water for irrigation. Equally, the water of 

these rivers contains a heavy proportion of salt and silt, and due 

to their bifurcating nature, which allows only a small amount to be 

dammed, the more the water supply is increased, the worse the salt 

problem becomes. 
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The continual challenge of these rivers together with the 

continuous challenge of the desert environment are among the principal 

pushing factors that are responsible for people migrating toward 

towns and cities. 

2. SOCIAL ENVIRONMENT 

Population: Heterogeneous 

The people were 8 million in 1965. 9 million in 1970 and 12 million 

in 1977. Iraq does not suffer from the spectre of over-population. 

Age-group distribution of the population, as given in the 1977 census. 

indicates that almost two-thirds of the population are under 30 years 

of age. Different races and religions exist - Arabs. Kurds, Turkmans 

and Syriac. The majority are muslims and the second religion is 

Christianity. About 90% of the population are Muslims and Islam is 

the state religion. 



The orthodox muslims are fatalists in the sense that they 

strongly believe that what the Lord has planned for them they have 
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to face. The Iraqi, as a religious person, considers the recognition 

and worship of God through Islam the principal concern of his life. 

He views himself as a humble creature, whose life at any moment, 

becomes whatever the Lord wills it to become. 

As far as income, size of family (number of children) individual 

success or failure are concerned, the majority of the people believe 

that these things are in the hands of GOd. It follows that a human 

being, by his own efforts cannot improve his condition - Allah alone 

can do that. Consequently what is the use of arduous efforts when 

they may fail because they are against the will of God? 

Social Communities: The Bedouin. the Village and the City 

Communities 

In Iraq there are three communities, the bedouin, the village 

and the city communities. In terms of social values and customs, 

they are closely interrelated and the desert is the principal reservoir 

for the village and city communities. The bedouin community has 

declined but many of its practices, customs, institutions and instincts 

of the early bedouin life have developed over centuries to become 

the warp and woof of modern society in Iraq. Most beduins have moved 

from desert and settled in villages and towns. The romantic past is 

left behind, though not forgotten, bedouin values, customs and attitudes 

(superiority of man over women. generosity, attitude toward time and 

manual work) continue to be prized butthe bedouin himself has in fact 

become either a farmer or industrial worker. 
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The village communi~y is the backbone of the country and Iraq is 

the land of villages. Not so long ago, as early as 1950, 80% of the 

five million people lived in villages, and 90% of the villagers at that 

time were cultivators. In 1957 the number of villages was in excess 

of 8.000 villages. The villager considered himself as a settled nomad 

and claims that his origin is from a formerly nomad tribe. The same 

values of the bedouin community also exist in the village community. 

Most of the villagers have abandoned their villages and migrated to 

cities. 

As regards the city communities, there are no clear-cut lines 

between the townsmen and the villagers in terms of social values. Many 

townsmen were of relatively recent tribal origin. Even today, a 

large number of the inhabitants of Baghdad - the capital of Iraq -

quite apart of the tribal immigrants of the last forty years. still 

remember the name of the tribe to which they once belonged. In the 

towns, the influence of the old norms and traditions. even if 

considerable reduced. nevertheless. still persist. The psychology and 

the ways of the old order - the work of long years- as well as the 

bedouin and villager values, traditions and norms are still embodied 

in the life of a broad cross-section of the people, and will not 

easily wither away. 

Social Structure: Past and Present 

Social Structure in the past: The Tribe, the Clan and The Family 

Under the never-ending pressure of environment, three interlocked 

social institutions characterised the ancient society of Iraq: The 

Tribe, the Clan and the Family. All developed in the context of 

conventional ancient and primitive patriarchal society. In such a 



social structure the man regarded himself as highly superior as 

a strong chief. the boys the future chiefs; the woman was the 

weak creature or servant, the girls the future servants. So too, 

within each clan the men were all-powerful and the women totally 

subservient. In the same vein, within each tribe the men dominated 

completely and the women were good insofar as they produced boys, 

served their men and responded to their whims. 

Indeed, this acute perception of male superiority also existed 

between tribes and clans. Within a clan or even tribe, men related 

to one another as men; except that when a man somehow failed to 

carry out his male role - exacting revenge for some offence to his 

clan or tribe or family, for instance - he was declassed into a 

status akin to womanhood. Within such a value system, then, not 

only were men superior to women, but certain men were superior to 

other men, certain families, it thus followed, were superior to 

other families - for if a man disgraced himself. reduced himself to 

womanhood, then his family was reduced as well. 

from this evolved the consecutive ideas that certain clans 
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were superior to other clans, certain tribes within an area superior 

to other tribes of that area, the tribal society of one area superior 

to that of another, and so on up the ladder. 

Contemporary Social Structure: The Extended Family and the Clan: 

The extended family is the principal social structure 1n 

contemporary Iraq despite the fact that the clan structure pervades 

villages and small towns. 



The Iraqi family has a different and wider connotation than 

that which is customary existing in the developed countries. The 

term includes many more distant relatives and kinsmen than in. say. 

the United Kingdom. in the narrower sense. In most villages and 

cities. the extended family consists of the father and wife. 

their unmarried children. their married sons with their families. 

The trends towards nuclear family is something new in the cities 

of Baghdad. Mosul and Basra and when it exists. it does not mean 

that the new married couple have freed themselves from their social 

and economic obligations toward their parents. 

The father in the Iraqi family plays a dominant role. and his 

image is that of a patriarch presiding over his family's affairs. 

The descent in the family is patrilineal. That is. each man is 

identified as belonging to his father's family. not his mother's. 
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The Iraqi family controls and shapes its members' behaviour in 

such a way that they must think twice before deciding such decisions as 

marriage and the type of business to engage in. Marriage is a family 

rather thJn a personal affair. Because the sexes do not ordinarily 

mix socially. young men and women have few or no acquaintances among 

the opposite sex. 

Males in the family look at females as weak creatures. The 

honour of the family. easily damaged and nearly irreparable, depends 

on the conduct of its women. Consequently. women are expected to be 

decorous. modest and circumspect. 

Within the large cities the extended families are grouped into 

lineages. Paternal descent and authority. family loyalty and 



co-operation within the lineage are still prevailing, although the 

cohesiveness of the extended kin group varies from the traditional 

closeness to the looser ties of the western-influenced family. 

Educational Status of the People: Massive illiteracy, Men 

are better educated than women. Urban dwellers have better 

chances in education. 

Education plays a significant role in the economic and social 

development in every society. Nowadays, a society must be an 

educated society in order to progress, to grow, even to survive. 

Many of the traditional beliefs, values and customs discussed above 

can be eradicated or, at least minimized by modern education. 

Unfortunately. modern education is new in Iraq. Let us here 

reconsider some of our findings. Illiteracy is the most salient 

feature in Iraq. In 1950, 96% of the population were illiterate. 

The most recent census of 1977 showed that 53% of the people were 

illiterate) in urban areas the proportion was 41% as against 75% 

in the rural areas. Men, whether in urban or rural areas. are better 

educated than women. 

Though the contemporary government has made massive efforts to 

eradicate illiteracy and the number of students in all studying 

stages has increased dramatically, the quality of education leaves 

much to be desired and the role of university inside the society is 

weak and fails to develop an integrated philosophy of life to the new 

generation. Old fashioned teaching methods still linger. dictation 

of lectures is common and passively received by students - committed 

to memory. 
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3. POLITICAL AND ECONOMIC ENVIRONMENT 

Political Environment: Instability across the centuries. 

Corruption and Lack of Order. 

Iraq's history is a vivid record of easily awakened antagonisms. 

conflicting interests and political instability. During the 

Turkish empire (1534-1917). numerous campaigns between the Turks and 

the Persians were fought on Iraqi soil. Tribal and clan life 

dominated the country and tribal chiefs (sheikhs) were often at 

loggerheads with each other. and were more or less independent of 

effective Turkish control,- Likewise. the Turkish Walies were 

unable to maintain order. nor were they honest persons; they were 

preoccupied with the task of extracting as much wealth as they could 

for themselves. Little was done to enrich the country and the 

continual popular demand for tax reform and social justice was never 

seriously considered. 

of 
During the British mandate/the monarchical regime (1917-1958). 

the dominant features in Iraq. were insecurity. corrupt administration 

and flagrant abuse of authority. 

Between 1920 and 1950, 47 cabinets came to power. and more than 

24 cabinets between 1950 and 1968. The aim of each cabinet was to 

prepare its own development programme and to bring its own supporters. 

The political welter of narrow interests prevented a well-directed 

economic policy. even though each new regime (or cabinet) was anxious 

to further economic development and political order. Corruption has 

increased dramatically at almost all levels of the government. The 

gap between the people and the successive governments has increased 

and distrust increased over the years. 



Economic Environment: Oil revenue is the main resource for 

development. Mainly Agriculture. Modern industry is new. 

Oil revenues: 

The Iraqi economy is heavily dependent on oil revenues. After 

the nationalization of oil industry in 1972. the share of the oil 

sector in the national product jumped from 35% in 1970 to 60% in 

1974. Its contribution to the total government revenues increased 

from 52% in 1971 to 87% in 1976. and crude oil accounted for 98% 

of the total exports in 1975. The economy is firmly directed by 

central government. whose objectives are to expand the public sector 

to encompass eventually the entire economy. Centralised planning 

and decentralised execution are the basic ideals and principles 

which guide the economy in Iraq. 

Agriculture: The everlasting problem 

Iraq is predominantly an agricultural country with about half 

of its population deriving their income directly or indirectly from 

cultivation and animal husbandry. 
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During the last forty years. thousands of peasants have moved 

from the agricultural land and settled in the major cities of Iraq. 

Different but interlocked factors caused their migration. chief among 

them were: 

Feudalism: Until 1970. the agricultural sector characterized itself 

by the control of feudalism over the most fertile land. 

whereas the majority of the peasants lived in utter poverty 

and ignorance. The feudal system brought grave economic 



defects and was often socially vicious. It lies behind 

most of the social and economic problems in Iraq. 

Land salinization and irrigation methods: 
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The salt and silt that characterise the land. together 

with the problems of floods and scarcity of water during 

the summer period are among the principal factors for 

peasants' migration. Poor irrigation and drainage systems 

still impede agricultural progress and enrich land 

salinization. 

Land reform laws: 

During the last thirty years more than one land reform 

law was enacted. The aim of these laws was to re­

distribute the land ownership between peasants and 

reduce the size of the land holding of the large holders. While 

these laws were progressive in terms of their social 

justice. the successive governments before 1968 did not 

realise the scale and complexity of the agricultural 

problems nor had they a clear understanding of the 

strength of the feudalists. nor did they have enough 

officials capable of effective farm management. Land 

was expropriated rapidly while distribution was extremely 

low. 

The above factors combined to produce continuous rural-urban 

migration which not only affects agricultural productivity but 

creates considerable difficulties against industrial progress. 
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Industry: New era, Baghdad has the lion's share, the industrial 

workers are villagers in origin 

Iraq witnessed modern industry at the beginning of 1950 when 

oil revenues started to accumulate. During that decade, the industrial 

sector was hindered because the royal regime believed that Iraq is 

an agricultural country and, therefore, should not expand industry. 

Though this sector expanded steadily during the sixties, its 

expansion was arbitrary and brought unfavourable results to the 

economy as a whole, because it aimed at creating new basis of 

politics and finding new opportunities to large numbers of unemployed 

persons. 

The present government is forging ahead with an industrialization 

programme at a speed unmatched by any of the previous regimes. It 

believes that the baCKward Iraq society cannot be radically changed 

without giving to industrialization its due importance, since 

industry constitutes one of the basic pillars of progress in the 

modern age. As a result, the industrial sector took the first 

place among the economic sectors in the years that followed 1968. 

In the first economic comprehensive plan (1970 - 1974) total allo­

cation for industry was 1.0. 391 million, whereas the agriculture 

sector, for instance, took the second position with an allocation 

of 366.2 million. Meanwhile, the total investments of the 

industrial sector during the first three years of the second devel­

opment plan (1975 - 1980) was 1.0. 2123 million, representing 

about 47% of the combined investments in all the economic sectors. 



Most industrial establishments are located in Baghdad. 

Baghdad has the lion's share in industrial establishments. In 

1977. 67% of all large industrial establishments were located in 

Baghdad - the capital of Iraq. 

Most industrial workers - and managers in Iraq are of 

village origin. The industrial worker is a peasant villager. and 

a member of the traditional agricultural society. This fact. 

combined with the novelty of industry in Iraq and the continual 

villagers' migration. keeps in the factory worker many of the 

attitudes of the non-industrial societYJ he remains a villager 

and industrial employment. for him. is not yet a way of life. 

While the agricultural environment has a very specific quality 
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which impresses itself on the mentality of the villager and is reflec­

ted in his social life. the urban factory worker is an employee 

working under immediately supervision at a task specifically assigned 

to him. 

In Iraq. the factory workers are still a very minor group 1n 

the society and most of them are unskilled. 

Second: THE IRAQI SENIOR MANAGERS. PRODUCT OF THEIR 

ENVIRONMENT 

The previous findings indicate what is Iraq its geography. 

its social and economic environments. In the following section of 

findings. we are going to look at the Iraqi managers. their personal­

social characteristics and career patterns. how they spend their 

time and what activities do they perform. What are the principal 



social constraints they face in their society and their decision­

making styles. Many of the findings we discuss here are, in 

fact, the result of the larger society with all its conflicting 

interests, values, customs and traditions. 

1 - BACKGROUNDS AND CAREER PATTERNS: 

The average age of the forty four managers studied is 46.7 

years. It 1s 41.9 years in the public sector and 50.8 years in 

the private sector. This is quite different from what we have 

observed 1n the studies of the Western managers, where managers 

1n the public sector are more aged than those working in the 

private sector. Two principal reasons can clarify the situation 

in Iraq. They are political instability and the acute shortage of 

skilled manpower in the public sector establishments. 

Education: 

272 

The public sector managers in Iraq have more formal education 

when compared with the private sector managers. 95% of the public 

sector managers have university education compared to just 29% of 

the private sector managers. While there is no manager holding a 

primary school certificate in the public sector, 46% in the private 

sector have this degree or less. Two principal factors can explain 

why. The first is that a high level of education is preferred by 

the government in senior management positions in the public sector. 

The second is that, in the private sector, once you are rich 

you can become a managing director. Likewise, as we have seen above, 



the private sector managers are more aged compared with their 

counterparts in the public sector. Indeed, in Iraq the more elder 

the person is, the more likely he is to be less educated than the 

younger persons more than 90% of the Iraqis were illiterate in 

1950. Add to this fact, most of the private managers covered by 

this study are of rural origin, if we remember, the rural areas 

have less chance in education when compared with the urban areas. 

Size of the family: 

Evidence indicates that 75% of the Iraqi managers in this 

study have three children or more. It also shows that public sector 

managers tend to have less children in comparison with the private 

sector managers. While 95% of the public sector managers have four 

or less children each, only 55% of the private sector managers fell 

into this category. The remainder have between five and ten children 

each. To explain the reason, the author will mention two factors: 

a: In Iraq, as mentioned earlier, the people admire large 

families and the extended family is a good example. We 

must not forget the influence of Islamic religion in this 

respect. 

b: Age of the manager and his place of birth have also to 

be considered as well as his level of education. The 

aged managers are less educated and more likely to have 

come from villages. Orthodox Islamic faith in the villages, 

according to the author's view, is more prevalent, 

particularly among the uneducated and the aged people. 
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Place of birth: 

24 managers out of the 44 managers studied are from rural 

areas. This reflects the horizontal social movement between the 

rural and the urban areas in Iraq. If we still remember. between 

1965 and 1977 there were more than one million who had migrated 

from villages and settled in the main cities of Iraq - notably 

Baghdad. 

Social origins: 

The evidence indicates that 53% of the managers are from 

the lower class (their fathers are either unskilled or semi-skilled 

workers). A strong relationship exists between the educational 

level of the manager and his social class. 70% of the managers 

from the upper class and all those from the middle class have 

university education. while only 44% of the managers in lower class 

have such a qualification. 

Indeed. whether in Iraq or elsewhere. the financial situation 

of a family plays a decisive role in children's educationJ the 

richer the family. the more it is financially able to spend on the 

children's education. 

Career patterns: 

While all the public sector managers have twenty years service 

or less, 58% of the private sector managers have twenty one years or 

mora. Tha aga of the manager has a significant relation with the 
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length of a manager's service in Iraq. Our evidence also indicates 

that 75% of the public sector managers have ten years or less in 

their current companies. Only four managers have between eleven and 

twenty years and only one has 25 years experience in his current 

company. As for the private sector managers. eleven have 10 years 

or less, twelve have between 11 to 20 years. and only one manager 

has 28 years in his current company. 

The length of time these managers have served in their present 

posts as managing directors also varies. In the public sector, 

90% of managers have served 5 years or less while the remainder 

have served between 6 and 10 years. In the private sector. 50% of 

managers have served between 11 and 25 years; 21% between 6 and 

10 years and the remainder either have 5 years or less in their 

current posts. 

The length of the service whether in the whole life of these 

managers or whether in their present companies. or in their present 

posts has its explanations in the problems of political instability 

across the years. the problems of the shortage of the management cadre 

as well as the educational levels of the managers studied. 

The previous analysis of the lengths of service of these managers 

indicates that the public sector managers are more mobile than the 

private sector managers. 75% of the private sector managers have 

spent their entire career either in one or two companies. whereas 55% 

of the "public sector managers have moved between three and six companies. 



The age of a manager is not positively associated with the 

number of manager's moves in Iraq. In this study the evidence 

indicates that the older managers have less inter-firms mobility 

when compared with the young managers' situation. The young 

managers work in the public sector. The older the manager is the 

more likely he is to work in the private sector and, the less 

movements between companies he has. 

Mobility inside the public sector in Iraq is largely outwith 

the control of managers. A public sector manager is like a soldier 

at the mercy of the government and does not know when he will be 

transferred or retired, nor what his destination will be. 

If we look at these managers in the light of the size of 

their companies we find that those working in the large companies 

(501 employees or more) are younger than those working in medium 

(101 to 500 employees) and small companies (100 employees or less)J 

they are more educated, more mobile and have less service years 

than those working in medium and small companies. 

2 - HOW THEY SPEND THEIR TIME AND WHAT ACTIVITIES DO THEY PERFORM? 

The evidence presented in this study indicates that the average 

working hours for these managers is 10~ hours. It is 10~ hours in 

the public sector and 10 hours in the private sector. Total average 

hours per week is 63 hours for the public sector manager compared with 

60 hours in the private sector. 
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Paperwork 

In the public sector. if we exclude communication activity, 

the paperwork activity takes up more of the manager's time than 

any other type of activity. He spends on paperwork matters around 

16% of his daily time. on average. while the private sector manager 

spends around 5% of his time in this activity. 
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One of the principal reasons that make the public sector 

manager devote more time to paperwork activity in comparison with 

the private sector manager's situation is that they are working in 

larger companies. 60% of the public sector managers take a lot of 

their paperwork to their home after working hours to finish it in due 

time. Yet some of them prefer to come early in the morning to his 

office for the same purpose. Contrary to the public sector managers. 

all the private sector managers studied perform their paperwork 

activity inside their companies and during the working hours. 

This result must not surprise us. In addition to the fact that 

the public sector companies are larger in their size when compared 

with the size of the private sector companies. the public sector 

manager cannot control his own time inside the company. His daytime 

is for inter-personal work, interaction with other managers, clients, 

customers, meetings and so forth. Thus paperwork has to be taken home 

because only at home can he be protected from outside interruption 

and he controls the use of his own time. 

Planning and Organising Activities: 

Scholars of management and organisation theories agreed that 

at the top of an organisation structure. conceptual skill, such as 



planning and organising activities are the most important skills 

a manager has to perform. Unfortunately. evidence in hand indicates 

that the Iraqi manager devotes more time to his personal activity 

than that devoted to planning or organising. We believe that the 

industrial sector in Iraq would achieve more progress if the managers 

devote some of their personal time to management activities. We 

also believe that central planning in the public sector. together 

with the negative attitude of the Iraqi personality are among the 

reasons that are responsible for the meagre time· these managers 

give to planning activity. The distrust that exists between the 

governmental establishments and the people must also be considered 

in this respect. 

The evidence also shows that these managers devote more time 

for organising activity compared to what they accord to planning 

activities. We believe that when a manager spends little time on 

planning it would be more likely that he will devote more time for 

other activities including organisation. 

Communication Activity: 

Like the Western managers. the Iraqi managers devote the 

bulk of their daily time to communication activity. In this study. 

communication activities have been divided into three types: manager­

subordinate communications;manager-superiors communications and 

manager-customers communication. The Iraqi manager, irrespective 

of his sector. engages himself with subordinates communications more 

than any other type of communication. In the public sector. a manager 
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spends, on average, less time on face-to-face contacts with sub-

ordinates, customers and superiors when compared with the private 

sector manager. Likewise, he spends more time on telephone 

contacts with subordinates and superiors, but less time with 

customers, than that of the private sector manager. Size of the 

company and the manager's office location are among the principal 

reasons for time variation as well as for the method used by these 

managers in communication. While the public sector manager has 

a large company and usually consists of two factories or more, 

the private sector manager has either medium or small company. 

Consequently, subordinates of the public sector manager are working 

over a large area and the distance between them and the manager's 

office permits telephone contacts rather than face-to-face contacts. 

The evidence indicates that the public sector manager devotes 

less time to superiors and customers contacts when compared with 

his counterpart in the private sector. 

Research Activity: 

The link between planning and research activities is profound. 

When planning is outwith a manager's control, when the government 

is responsible for the future of the public sector companies, and 

when (in the private sector) there are illiterate managers. and 

finally. when the demand for the products these companies produce 

is high compared with the actual supply, then one would expect little 

time for research activity. While the evidence indicates that all 

the public sector managers devote less time to research activity 

compared with what they accord to planning and organising activities, 



63% of the private sector managers devote no time for this activity 

at all. We believe that only through continual systematic research 

can an organisation retain its dynamic equilibrium and keep up to 

date. 

Personal and Complex Activities: 

The findings indicate that the Iraqi manager. irrespective of 
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his sector. devotes more time for personal activities than that 

devoted to planning. organising and research activities. The findings 

also show that this activity takes up around 94 minutes of the 

manager's daily time on average. In addition. the private sector 

manager devotes more time for this activity compared with the public 

sector manager. 

The evidence also shows that the forty four managers studies 

devote more time for what we had called "complex activities" compared 

to what they accord to planning. or organising or research activity. 

Yet. the public sector manager devotes more time for this activity 

than that granted to personal activity. while the private sector 

manager devotes less time to this activity in comparison with what 

he accords to his personal activities. Size of the company. the 

ownership of the company and other personal qualifications are among 

the factors that are responsible for this divergence. 

3. SOCIAL CONSTRAINTS HINDERING MANAGEMENT WORK 

There are different but interlocking social constraints or 

pressures which face and hinder these managers in their work. The 

managers studied cannot work in a completely unconstrained way. 
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They are not able to exercise the same degree of freedom over their 

own organisations of work as the Western managers. There is no 

surprise in this result. The Iraqi managers are working in a group­

oriented society; they have to pay special attention to their families. 

relatives and friends. Iraqi society is a developing society and 

the people still admire the bedouin and village values. The worker 

himself still dislikes his manual work and continuously seeks 

clerical works because. in his opinion. such works are more respectful 

than manual work. So, too. he still pays little weight to the value 

of time and lack of punctuality in time schedules and appointments, 

procrastination and the "tomorrow" attitude are quite cOlllT1on among 

the workers and the Iraqis as a whole. 

Among other social constraints are inequality of sex. the 

problem of mediation and private visits to these managers from the 

outsiders while they are working. 

While all these sorts of pressures and constraints can be linked 

with the bedouin and the village communities, these managers face 

another type of constraint, largely because the society still lives 

in agricultural environment and industry itself represents a new 

era in Iraq. Chief among such constraints are the problem of low 

level of industrial mentality. low level of productivity and 

shortage of skilled manpower. The problems of marketing constraints 

must also be remembered in this respect. 

What is obvious from this study is that the Iraqi managers 

are under strong social pressures from their families, relatives 



and friends. their subordinates and finally. from the society at 

large. Most. if not all. of these pressures do not exist in 

Western countries. To cope with such pressures and work in a way 

similar to that of the Western managers. the Iraqi manager needs 

a long time. 

4. DECISION-MAKING STYLES 

Despite the fact that these managers used different styles 

for each one of the ten decisions or problems that we had given to 

them, the evidence indicates two principal points. The first is 

that most of the managers have used style 1 (own decision) with 

all these decisions. The second is that most of them have avoided 

style 4 (delegation) with this set of decisions. 

While these results give support to the crosscultural manage­

ment stUdies which confirms that the authoritative management style 

is fairly common in the developing countries. it also gives some 

support to the theorists of organisational behaviour who emphasise 

that there is no one best management style and a manager's style 

is a contingent variable - depending on the situation in which he 

works. 

The findings presented in this study also differt from what 

Muna has found in other Arab countries. He found that style 2 
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(consultation) is predominantly preferred by the managers when they ~~~ 

dealt with problems similar to the problems used in this study. 



The principal reason for this difference. we believe. is that in 

Muna's sample there were 2B managers working in trade and service 

organisations. while all the managers of the present study are 

industrial managers. In the Arab world. trade and service managers 

are more flexible and tolerant in such matters as time. formalities 

and other regulations including decision maKing. than managers of 

industrial organisations. 

The results presented. whether in this study or Muna's study. 

show that the Arab managers. irrespective of their countries and 

type of the business. are more inclined to use style 1 (own decision) 

and style 2 (consultation). That is, they use the authoritative 

management style with their subordinates and do not permit them 

to participate in decision-making process. By so doing, these 

managers have eliminated a valuable training opportunity and 

experience for their subordinates. 

It is those customs. traditions. values. together with other 

social and industrial constraints. which are largely responsible 

for the managers' aversion toward subordinates participation in 

decision maKing process. 

The evidence also shows that the public sector manager in 

Iraq is more inclined to use style 3 (joint decision) across 

different problems. whereas the private sector manager prefers using 

style 1 (own decision) irrespective of the type of the problem in 

hand. The principal reason for this different situation is that the 

public sector manager does not have, like his counterpart, a free 

enterprise. nor has he a free hand in the organisation. If we still 
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remember. the Iraqi economy is centralised economy and the public 

sector manager has to work within the limits of the central economic 

plan. The industrial organisation. on the other hand. is organised 

as a part of the state bureaucracy and the manager has very little 

autonomous power of decisions. There are several levels of authority 

over the industrial enterprise. Nearly all decisions have to go 

through layersJ many of them. particularly those relating to 

investment. creating of new products or new markets, have to go high 

up in the relevant government body. To achieve radical changes 

in his enterprise, the public sector manager must have prior 

approval from his superiors, including the minister. 

All the points presented indicate that the environment has a 

great influence on the manager's characteristics (personal-social 

and career patterns), thinking and behaviour. We do not say 

that these managers have only a small role in their society. nor 

have we over-estimated their importance in the progress of the 

economy. The thing that we have repeatedly emphasised throughout 

this study is that in order to understand the principal character­

istics of a group of managers working in a given country, a prior 

understanding of their society is essential. Without such a prior 

understanding. the analysis, the interpretation of their character­

istics. attitude and behaviour will be incomplete. 
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APPENDIX 1: METHODOLOGY, DATA ANALYSIS AND REPRESENTATIVE OF THE SAMPLE 

METHODOLOGY 

The forty four managers studied were senior managers. Forty one 

of them were managing directors and the remaining were deputy managers. 

The term "managing director" means in this study the person who 

formally heads the organisation (either because he is the owner, or because 

the owner or the government has appointed him to fill this position); 

He overseas the whole organisation and is responsible for all its activities 

such as production, marketing and finance. 

The term "deputy manager" means the person who exercises the work 

of managing director but he does not formally head the organisation. 

All the managers were personally interviewed in their organisations. 

Two days have been spent almost in each organisation. The researcher 

undertook three main activities while he was in the organisation. 

a) Interviewing the manager. This activity took the major share of 

" the researchers time. 

b) Interviewing his direct subordinate(s) and secretary. The aim here 

was to gather information about the manager's previous time and how 

he divided his daily work. In addition, the researcher was 

investigating the soundness of the manager's discussions which 

related to his decision making approaches. 

c) Observing the manager while he was working. The observation here 

took two aspects. The purpose of the first aspect was to obtain 
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an idea about the manager's behaviour with his subordinates, supervisors 

and outsiders. The purpose of the second aspect of our observations 

was to obtain a general notion of how the manager uses his time and 

how much he devotes to his various activities. Examples of the first 

group of observations were to observe how the manager behaves, speaks 

with his subordinates and how they respond when he talks with them 

or asks them certain questions or to give their opinions on a certain 

matter and to what extent he permits them to express their own opinions 

on the various matters they come across. In addition, how the manager 

behaves, speaks with his superior(s) and outsiders including customers 

were among this group of observations. Examples of the second type 

of the observations were how many visitors he received in this two 

day period, how much time he devoted to his personal activities. 

How much he communicated with his subordinates, superiors and what 

was the types of these communications (e.g. telephone, interview). 

What party initiated communication was also noted. 

The researchers started each interview by explaining the importance of 

managers' co-operation in the success of this study and in achieving 

its various objectives. In addition, each manager was assured that 

his personal information and attitudes would be regarded as confidential 

and would only be used for the purpose of the study. After that, the 

researcher proceeded with his~arious questions. 

General information about the manager and his organisation. 

The manager's decision making approaches. 

Manager's attitudes towards his subordinate(s) and Iraqi 

society. 

Finally, the manager's average time that he spent in the various 
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activities in his working day. 

To obtain information about managers' approaches in decision making, 

each manager was presented with a description of four alternative decisions 

1 styles. 

Each manager was then given ten decisions and requested to specify 

which of the four alternatives he would normally use. 2 

To avoid response bias, two methods were used. The first was to 

ask each interviewee to give some documents which support his argument 

of using a certain alternative while the second method was to ask his 

direct subordinate(s) about the same alternative and to what extent his 

manager normally uses it with a given problem (e.g. one of these ten 

decisions).3 

As regards manager activities, seven activities were chosen to cover 

the bulk of his work. They were paperwork; planning; organising; 

communications; research; personal activities and complex activity.4 

Each manager was asked to estimate how he divides his daily time on 

average among these activities. The definition of an activity was left 

to the manager himself. When a manager failed to distinguish a certain 

episode from others, he was asked to put his estimate in "complex activity". 

Thus, complex activity has been defined in this study to mean any combination 

of two or more activities which the manager was unable to allocate 

individually. This method was used by Rubert Dubin and S. Lee Spray 

when they examined the behaviour and interaction of a group of executives.
4 

To make the findings more useful, the working day of the manager 

was broadly divided into two periods; the morning period which ends 

at noon, and the evening period. 
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DATA ANALYSIS 

Before starting the analysis presented in this study, a preliminary 

cluster analysis using the "CLUSTAN PACKAGE" was used for the data gathered 

to discover the most frequent patterns of associations among these variables. 

The analysis broadly indicated two patterns of clusters; the public 

sector managers' cluster and the private sector managers' cluster. It 

is these two clusters that we analysed in depth by using the "STATISTICAL 

PACKAGE OF SOCIAL SCIENCE" (SPSS). The aim was to expand the analysis 

of these clusters in the light of the major variables that caused such 

a difference on the one hand, and to examine the degree of associations 

that exists between a given variable and the other variables, on the 

other. 

Because the current research is an exploratory study, therefore, 

most of the data collected were based on nominal and ordinal level scales. 

Thus, the simple XZ test as well as Cramer's and Kendall's tests and 

coefficient test were used. Sometimes more than one test was used in 

analysing the association between two variables; the purpose of this 

procedure was to show the reader the strength of this relationship across 

different tests. 

As regards the assumption of internal scale we made when analysed 

the managers' decision-making styles, it is indeed consistent with assumptions 

made by other scholars. Thus, Heller, Muna, using a similar continuum, 

assumed a four-point equal interval scale. The same assumption can be 

5 found in the work of Vroom and Yetton. 



All these researchers have regarded delegation (style 4 in this 

study) as a separate style distinguishes itself by an equal distance 

311 

from the other three styles. (See Figure 9.1 and Table 9.1). The present 

study assumes the same thing, that is, delegation is also separated from 

style 3 (joint decision). 

The ten decisions given to the managers studied were broken down 

into three groups; personal decisions; departmental decisions and, 

organisational decisions. This was based on the nature of the decisions 

as well as on the high intercorrelation between the decisions within 

each group. For example, decisions 1, 3, 4 and 5 were highly interrelated 

and, belonged more to personal problems or group than to any other groups 

of decisions. 

Two methods were used to analyse the ten decisions. The first was 

to use the frequency distribution of responses to each one of these decisions 

in the light of the four decision-making alternative styles. The second 

method was to make use of the power-sharing continuum and the assumption 

that its four styles are separated by equal intervals. (see Figure 9.1). 

Indeed, this assumption allows using the main scores of all the managers 

or each group of managers according to their sectors. This second method 

also enabled us to analyse the variances among each group of the managers. 

The following values were assigned to the components of the power­

sharing continuum; Style 1 (own decisions) = 10; Style 2 (consultation) 

= 20j Style 3 (joint decision) = 30; and Style 4 (delegation) = 40. 

Thus, a high score indicates that the manager allows his subordinate(s) 

large influence in decision making process. Conversely, a low score 
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indicates that the manager allows his subordinate(s) little influence 

in decision making process. Or simply, the manager has more control 

over the outcome of the decision. 

THE REPRESENTATIVENESS OF THE SAMPLE 

Originally it was intended to base the analysis on a sample of 100 

managing directors drawn equally from the public and private sectors. 

However, due to unforeseen difficulties in arranging interviews with 

sampled managers, a final achieved sample of 44 managers was obtained. 

A sample of this size can not be regarded as representative of modern 

manufacturing industry but the following points are relevant: 

a) The sample was drawn from public and private industrial sector. 

b) All these managers and their organisations have been selected from 

modern manufacturing industries and modern industry itself is new 

in Iraq. The year 1950 can be regarded as the beginning of the modern 

industry in this developing country. 

c) An attempt was made to select managers from three organisational 

size categories: small (100 employees or less); medium (between 

101-500 empemployees), and large (over 501 employees). 

d) The sample was drawn from more than one province. . There were 24 

managers from Baghdad, 12 managers from Mosul and 8 managers from 

Arbil and Sulaimaniyah provinces. 

e) An attempt was also made to select managers from different age groups 

and different social classes. There were 14 managers their age between 
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31 and 46 years; 18 managers between 41 and 45 years old and 12 

managers between 51 and 70 years old. The same is equally true if 

we examine their social backgrounds: 23 managers were from lower 

class, 4 from middle class and 17 managers from upper class. 
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NOTES 

1. See p. 230. 

2. See p. 231 for these ten decisions. 

3. See p. 232. 

4. Robert Dubin and S. Lee, Spray, "Executive Behavior and Interaction", 

Industrial Relations, A Journal of Economy and Society, 3 (February 

1964): 99-108. 

5. See Chapter 9. 



APPENDIX 2 THE INTERVIEW SCHEDULE 

Dear Sir, 

The present research is intended for the doctorate degree 
in management studies, University of Glasgow. Its principal 
aim is to explore the personal-social characteristics of the 
Iraqi senior managers. It also tries to cast light on their 
career patterns; decision-making styles) attitude toward Iraqi 
societYJ how they spend their time in wo·rk and what activities 
they perform. 

The interview will cover the following points: 

1. Background information 

2. Manager's decision-making styles 

3. Manager's attitudes towards subordinates and Iraqi 
society as a whole 

4. The average time spent by the manager in different 
activities during the day. 

The researcher, knowing your invaluable time, would highly 
appreciate your permission to interview him. All your personal 
information and attitudes would be regarded as confidential and 
would only be used for the purpose of this research. 

Your personal help would be deeply appreciated. It would 
also contribute to the advancement of management in Iraq of 
knowledge on this subject. 

Moayaid S. Sulieman 
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1. GENERAL INFORMATION 

Code Number •••••••••••••• 

Date and place of birth: 

Date: ........................... 
Place of birth: City: ...........•.... Village: ................ 

Marital Status: 

Single: . . . . . . . . . . . . . . . . Married: . ............ . Widower ••••••••• 

Number of children ............................ 
Principa I product (s) of t he company ......................... . 

Position held in the company ................................. 
How long have you held this position? ........................ 
Total number of employees .................................... 
Ownership of the company: 

Private:· . . . . . . . . . . . . . . . . . . . Public: ........ ,. .................. . 
Manager Status: 

Owner: ..................... Employed: •••••••••••••••••••••• 

When did you commence with this company? •••••••••••••••••••••••••••••••• 

What was your first work in your life. and how old were you at that time? 

......................................................................... 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 
What type of school did you last attend full time? 

Type of sc hoo I: 

a Elementary Sch. 

b Intermediate Sch. 

c - Secondary Sch. 

(Please tick one) 



Did you attend college? 

Yes o No o 
If Nyes N, please give details as follows: 

College attended University Country Degree 

a -

b -

c -

d -

How many companies have you been employed by during your career? 

Only one company 

Two companies 

Three companies 

Four companies 

(Please tick one) 

If more,please specify the number •••••••••••••••••••••••••••• 

Have you attended management training coursers)? 

Yes o No o 
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If Ny e s N, ho w long wa sit? ••••••••••••••••••• Where? ••••••••••••••••. 

Have you undertaken any vocational full/part time study? 

Yes o No o 
If NYes N, how long was it? •••••••••••••••••••••• Where? ••••••••••••••••• 

What is/was your father's occupation? ••••••••••••••••••••••••••••••••• 

What / ••• 



What is/was your father's level of education? 

Illiterate 

Read and write only 

Elementary School 

Intermediate School 

Secondary School 

College 

31.6 

(Please tick one) 



2 • DECISION-MAKING STYLES 

In this section. we are concerned with managerial decision­

making styles. Decision making in any organisation can be 

regarded as a prime factor in management. Many alternative 

methods of decision making exist. among them the following. 

Rarely is there one perfect method that can be applied to all 

problems in all situations. 

I. Own Decision: 

You make the decision, no previous consultation with your 

subordinate(s). You may tell your subordinate(s) what the 

problem 1s in getting the information from them but their 

role is to provide you the necessary information rather than 

generating or evaluating alternative solution. Sometimes 

you may discuss the problem with your superiors, partners 

or with outsiders. 

II. Consultation: 

You share the problem with your subordinate(s). getting 

his/their ideas and suggestions, then you make your decision 

which mayor may not reflect his/their influence. 

III. Joint Decision: 

You share the problem with your subordinate(s). and to­

gether you analyse the problem and arrive at a mutually 

agreeable solution. You may consult and discuss the 

problem with your superiors, partners or with outsiders. 

IV. / 



I V. Delegation 

You delegate the problem to your subordinate. providing him 

with any relevant information that you possess. but giving 

him responsibility for solving the problem by himself. You 

mayor may not ask him to report his decision to you. You 

seldom veto his decision. 

Below is a set of decisions •. Would you indicate which of 

the above four alternative decision-making styles you normally use 

to arrive at each one of these decisions. 

1 - The decision to increase the salary of one of your direct 

subordinates. 

Own decision 

Consul tation 

Joint Decision 

Delegation 

2 - The decision to increase the number of the workforce in a 

certain Department. 

Own Decision 

Consul tation 

Joint Decision 

Delegation 
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3 - The decision to hire one of several applicants to work in your 

subordinates' departments 

- Own Decision 

- Consultation 

- Joint Decision 

- Delegation 

4 - The decision to promote or to increase the salary of one of your 

subordinate's workers 

- Own decision 

- Consul tation 

- Joint Decision 

- Delegation 

5 - The decision to terminate one of your subordinate's workers 

Own decision 

Consultation 

Joint Decision 

Delegation 

6 - The decision to introduce a new productCs) 

Own Decision 

Consul tation 

Joint Decision 

Delegation 

321 



7 - The decision to enter a new market 

- Own decision 

- Consultation 

- Joint Decision 

- Delegation 

8 - The decision to expand the total current production capacity 

of your company 

- Own decision 

- Consultation 

- Joint Decision 

- Delegation 

9 - The decision to change or modify the formal organisation 

chart of the company 

- Own decision 

- Consul tation 

- Joint Decision 

- Delegation 

10 - The decision to change responsibilities and authorities of the 

head of a certain department. 

- Own Decision 

- Consultation 

- Joint Decision 

- Delegation 

322 



323 

3 • THE MANAGER'S ATTITUDE TOWARD SUBORDINATES 

AND THE IRAQI SOCIETY 

1 - In your society. what are the major social pressures that 

interfere with your work as a manager such that you are unable 

to exercise full control over them. Will you give us some 

examples? 

2 - Could you please mention some of the ideas. programmes or 

even changes that you as a manager would like to implement. 

but find yourself restricted from doing so because of the 

Iraqi traditions. customs and values. or because of some 

governmental laws and procedures? 

3 - Can you specify the major characteristics of your sub-
, 

ordinates in particular and the Iraqi workers in general. 

How would you rank them in comparison with their Western 

counterpart? 

4 - Do you think that mediation (nepotism and patronage system) 

exists in the Iraqi society? 

Yes D No D 
a: / 



a: If "Yes". do you think it is. (within the last five years): 

a Less than before 

b Same as before 
(Please tick one) 

c More than before 

d No answer 

b: In your opinion. what are the principal reasons that are 

responsible for mediation in Iraq? 
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4 • THE MANAGER'S ACTIVITIES 

In this section, we are concerned with your job activities and 

how long you spend in your working day. To help you estimate as 

precisely as possible your working time, a group of activities is 

presented below. These activities are divided into two periods: 

the morning period and the evening period. You are requested to 

estimate the average time that you normally spend on each of these 

activities. The definition of each activity is your responsibility. 

you can define each activity the way you like. When you fail to 

distinguish a certain episode from others. you are advised to put 

your estimate in "complex activityw. 

Type of Activity Before Noon 
(average time) 

After Noon Total Time 
(average time) (average) 

1 - Reading and answering 
ma11 (paperwork) 

2 - Planning activity 

3 - Organising activity 

4 - Communications: 

a .. With employees 

face to face 
- telephone 

b .. With public 

- face to face 
.. telephone 

c - With superiors 

- face to face 
.. telephone 

5 - Research and development 
activity 

6 - Personal activity 

7 - Complex activity 
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