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COURSE OVERVIEW

INTRODUCTION

You are about to commence studying one of the most vital and fascinating disciplines in
business — the field of management! What a thrilling time to be a student of management!
Within this fast-paced world, the role of managers is ever changing. Hence as a manager in
the 21st century, you must be prepared for the challenges presented by a highly dynamic
and rapidly changing business environment. This course therefore seeks to provide you
with an understanding of the key concepts and skills relevant to the principles and practices
of management.

COURSE GOALS
Upon completion of the Principles of Management course you will be able to:
1. Compare and contrast management versus leadership.
2. Examine the theories of management that apply to a small business environment.

3. Employ the functions of management (Planning, Leading, Organizing and
Controlling).

4. Describe the principles and best practices of business management.

5. Examine the decision making process in a small business.

6. Explore the roles and responsibilities of an entrepreneur as a business manager.
DESCRIPTION

The course is divided into five units.

Unit 1 — The Nature of Management.

Unit 2 — Planning as a Management Function.

Unit 3 — Organizing as a Management Function.

Unit 4 — Directing as a Management Function.

Unit 5 — Controlling as a Management Function.
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REQUIRED READINGS

1. Carpenter M., Bauer T. and Erdogan B. (2009). Principles of Management. (e-
Book). Available at: http://www.oercommons.org/courses/principles-of-

management/view. (You can also purchase a paper-copy).

2. CliffNotes. (nd.). Principles of Management: Homework Help in Management
from CliffNotes. Available at:

http://www.cliffsnotes.com/study guide/Principles-of-
Management.topicArticleld-8944.html

ASSIGNMENTS AND PROJECTS

A series of activities and assignments guide you through concepts in this course and ask you
to demonstrate that you can apply the concepts to support your approach to management.
The hosting institution and supporting instructor may add or modify the assignments
required to demonstrate mastery of the course learning outcomes. A summary of this work
is included at the beginning of each unit. Journaling Requirements

To capture the output from the reflective questions and activities you are asked to keep a
personal journal. At the end of the course the personal journal will be submitted to your
instructor for feedback and grading.

ASSESSMENT

Assessment takes the form of responding to activities, as well as written assignments and
examinations as determined from time-time by the institution. In cases where coursework
assignments, fieldwork projects, and examinations are used in combination, a percentage
rating for each component will be communicated to you at the appropriate time.

JOURNALING REQUIREMENTS

To capture the output from the reflective questions and activities you are asked to keep a
personal journal. At the end of the course the personal journal will be submitted to your
instructor for feedback and grading.

ASSESSMENT METHODS

Assessments take the form of responding to activities, as well as coursework assignments, a
final project and examinations as determined from time to time by the institution. In cases
where coursework, assignments, projects and examinations are used in combination,

percentage rating for each component will be communicated to you at the appropriate
time.
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TiIME REQUIRED

This course is worth 14 credits, and each credit is equivalent to 10 notional hours. You are,
therefore advised to spend not less than 140 hours of study on this course. This notional
time includes

e Going over activities embedded in the study material.

e Peer group interaction (where necessary).

Face-to-face tutorials (where necessary).

Working on tutor-marked assignments.

e Preparing and sitting examinations (where that is required).

COURSE SCHEDULE

This course was designed to support a 12 to 14 week semester. The hosting institution and
supporting instructor should produce and distribute a detailed schedule to learners based

on this content, the assignments and other readings/activities that the instructor wishes to
add.

Principles of Management Page | 3
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STUDENT SUPPORT

Note: This section should be included in self-paced or paper-based courses that provide
tutor/facilitator support and/or web and email support for the students.

ACADEMIC SUPPORT

<Insert the following information if relevant>

e How to contract a tutor/facilitator (Phone number, email, office hours, etc.).

e Background information about the tutor/facilitator if he/she does not change
regularly. Alternatively provide a separate letter with the package describing your
tutor/facilitator’s background.

e Description of any resources that they may need to procure to complete the course
(e.g. lab kits, etc.).

e How to access the library (either in person, by email or online).

How 1O SUuBMIT ASSIGNMENTS

<If the course requires that assignments be regularly graded, then insert a description of
how and where to submit assignments. Also explain how the learners will receive
feedback.>

TECHNICAL SUPPORT

<If the students must access content online or use email to submit assignments, then a
technical support section is required. You need to include how to complete basic tasks and
a phone number that they can call if they are having difficulty getting online>.
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UNIT 1 - THE NATURE OF MANAGEMENT

UNIT INTRODUCTION

If you are a new business owner or a student who has decided on a career in business, this
introductory unit provides a valuable contribution to the basic concepts of management. It
also seeks to provide an understanding in the various functions of managers (planning and
organising, controlling, decision making, motivating, communicating and applying
managerial skills to business), the different management levels and the primary
responsibility associated with each and the roles and responsibilities of managers within an
organisation.

UNIT OBJECTIVES
Upon completion of this unit you will be able to:
1. Explain what is meant by the term management.

2. Classify the different levels of managers and identify the primary function of each
group.

3. Differentiate between the functions of managers at the various levels.
4. Analyse and discuss the various roles and responsibilities of management.
5. ldentify key skills needed by managers.
6. Describe the different functions of managers.
UNIT READINGS
As you complete this unit you should read the following chapters/articles:

1. Carpenter M., Bauer T. and Erdogan B. (2009). Chapter 1: Introduction to Principles
of Management. In Principles of Management. (e-Book). Available at:
http://www.oercommons.org/courses/principles-of-management/view

2. CliffNotes. (nd.). Principles of Management: Homework Help in Management
from CliffNotes. Read the following sections:

a. Management and Organizations. Available at:
http://www.cliffsnotes.com/study guide/Management-and-
Organizations.topicArticleld-8944,articleld-8847.html

b. Functions of Managers. Available at:
http://www.cliffsnotes.com/study guide/Functions-of-
Managers.topicArticleld-8944,articleld-8848.html|
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c. Dispelling Common Management Myths. Available at:
http://www.cliffsnotes.com/study guide/Dispelling-Common-
Management-Myths.topicArticleld-8944,articleld-8849.html
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Toric 1.1 — WHAT IS MANAGEMENT?

INTRODUCTION

In a world where competition is fierce among rivalling organisations, having a good
manager who knows how to utilize the business’ resources to obtain optimum benefit is
vital. Hence, this topic seeks to introduce you to what is management, the importance of
management and what activities managers engage in so that they can be effective.

OBJECTIVES
Upon completion of this topic you should be able to:

1. Explain what is meant by the term management.
2. Explain what is meant by the term management.
3. Explain those activities that are needed for effective management.

4. Discuss the importance of effective management to a business.

WHAT IS MANAGEMENT?

Management is one of those aspects that is very essential to the effective and efficient
performance of any business. A review of the literature would reveal a host of definitions
that have been used to define the term.

Activity 1.1 A — Defining Management
How would you define management? Write your thoughts down.

Now read the relevant section in the recommended text (s) and compare the definitions
provided by the author (s) to yours. Are they the same? In what way is yours similar or
different from those given?

Record your response in the course journal.

Well done!!! Now use the following definitions to confirm the accuracy of your definition.

According to Robins & Decenzo (2001, p. 5), “the term management refers to the process of
getting things done, effectively and efficiently, through and with other people”.

Management “describes all activities involved in the acquisition and organisation of the
resources (people, finance, equipment, and materials) that are needed ... in order to
achieve objectives” (Hammond, 1994, p. 13)

Principles of Management Page | 7
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According to( http://www.businessdictionary.com/definition/management retrieved 09-03-
2011) management is “organization and coordination of the activities of an enterprise in
accordance with certain policies and in achievement of defined objectives.”

Management “is the organizational process that includes strategic planning, setting
objectives, managing resources, deploying the human and financial assets needed to
achieve objectives, and measuring results. Management also includes recording and storing
facts and information for later use or for others within the organization.”

Management is “the process of achieving the objectives of the business organization by
bringing together human, physical, and financial resources in an optimum combination and
making the best decision for the organization while taking into consideration its operating
environment,” according to (http://www.leadership501.com/definition-of-management)

You should have noted some key ideas in your response to the earlier activity which among
others will include:

e that management is a process;
e itis systematic; and

e includes acquisition and organisation of all activities geared towards the
achievement of a business’s goals.

In the Robins & Decenzo definition the two terms; effectively and efficiently; were deemed
to be an important part of management. What do you think they mean? And how
important do you think it is for managers to be effective and efficient?

Activity 1.1 B — Management vs. Leadership
Reflect upon the following questions and record your responses in your course journal.

Is management and Leadership one and the same? what distinctions would you make
between both terms?

Are all effective businesses efficient? Discuss. If you had to choose between both, which
would you choose?

Record your response in the course journal.

Principles of Management



CLASSICAL MANAGEMENT THEORY

Henri Fayol (1841-1925) is often described as the ‘father’ of modern management. He had
been managing director of a large French mining company, and was concerned with
efficiency at an organisational level rather than at the level of the task. Drawing on his
experience of what worked well in his organisation, he developed a general theory of
business administration.

He first broke management down into five distinct elements:
1. Forecasting and Planning — looking into the future and drawing up action plans;
2. Organising — building up the material and human structure of the undertaking;
3. Commanding — maintaining activity amount personnel;
4. Coordinating — unifying and harmonising activity and effort; and
5. Controlling — ensuring that things conform to rules and instructions.

He believed this to be a logical, rational and normative analysis of what needs to be done.
But this was not a wholly abstract piece of theorising. On the basis of the five elements of
management, Fayol then proceeded to identify what he presented as 14 principles for
improving managerial effectiveness.

Interestingly, Fayol’s principles had a lot in common with the writings of Lyndall Urwick
(1891-1983), an army officer turned management consultant, who combined ideas of
scientific management and those of classical organisation theory into a single view of
management. Like Fayol, he also came up with a list of general principles for managerial
effectiveness. The two writers’ sets of principles are compared here.

General Principles of Managerial Effectiveness
Henri Fayol (1917)

e Division of Work — specialisation encourages continuous
improvement, both in terms of skill and methods.

e Authority — the right to give orders and the power to require
obedience.

e Discipline — a successful organisation requires the shared effort
of all staff. Employees must obey, but this is two-sided — they
will only comply if management play their part by providing

good leadership.

Principles of Management Page | 9
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Unit of Command — employees should have only one boss with no other conflicting
lines of command.

Unity of Direction — the entire organisation should be aligned and be moving
towards a common goal.

Subordination of Individual Interests — individual needs and interests should be
subordinate to the needs of the organisation.

Remuneration — payment is an important motivator, but should be fair and reward
well-directed effort.

Centralisation — an element of centralisation must always be present and is part of
the ‘natural order’ in an organisation.

Line of Authority — a hierarchy is necessary for unity of direction.
Order — an organisation’s requirements must be balanced against its resources.
Equity — employees must be treated equally and fairly.

Stability of Tenure of Personnel —employees need a period of stability in a job to
perform at their best.

Initiative — encouraging staff to show initiative is a source of strength in an
organisation.

Esprit de Corps — management should foster harmony, cohesion and morale among
the organisation’s staff.

Lyndall Urwick (1943)

The Objective — the overall purpose of an organisation it its
raison d'étre.

Specialisation — one group, one function.

Coordination — the purpose of organising is to facilitate
coordination or unity of effort.

Authority —in every organised group, supreme authority must
be located somewhere, and there should be a clear line of authority to every
member of the group.

Responsibility — a superior may be held accountable for the actions of subordinates.

Definition — jobs, duties and relationships should be clearly defined.

Principles of Management



e Correspondence —in every position, responsibility and authority should correspond
with one another.

e Span of Control — no person should supervise more than 5-6 line reports whose
work is interlocked.

e Balance —it is essential that the various units of an organisation are kept in balance.

e Continuity — reorganisation is a continuous process and provision should be made
for it.

Activity 1.1 C — Management Principles

Although many of the above principles have been adopted as good practice for many
years by managers in all kinds of organisation, it is less certain whether they are still
relevant today given the complexity of the modern manager’s role and the high-paced
environment in which most managers now operate. Are the principles timeless or are
they now outmoded? How do they fit with your experience of being a manager or
observing others in a management role?

Record your response in your course journal.

Human Relations Approach (Follett and Likert)

In contrast to Fayol and Urwick, Mary Parker Follett (1868—
1933) eschewed the scientific-cum-technical approach to
management, emphasising instead the importance of the
manager—worker relations and the need to view
management (and leadership) more holistically. Like
Urwick, she was an early management consultant and
organisation theorist. She also wrote on creativity; the best-
known quote from her work is ‘management is the art of
getting things done through other people’ (Follett, 1918).
Note that she identifies management as an art — not a
science. This sits at the heart of her thinking about
management and her strong belief that the key task of

management is to facilitate cooperation and the
involvement of staff in decision making.
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Her contribution to modern day thinking about management and employer— employee
relations is becoming more widely known, thanks in part to the work of the Mary Parker
Follett Foundation:

Follett is increasingly recognised today as the originator, at least in the 20th
century, of ideas that are today commonly accepted as ‘cutting edge’ in
organisational theory and public administration. These include the idea of
seeking ‘win—-win’ solutions, community-based solutions, strength in human
diversity, situational leadership, and a focus on process. However, just as her
ideas were advanced for her own time and advanced when people wrote
about them decades after her death, they remain too often unrealised. We
recognise them as an inspirational and guiding ideal for us today, at the
beginning of the 21st Century.

(Source: Mary Parker Follett Foundation, undated)

LEADERSHIP VS. MANAGEMENT

Clemmer (2012) describes the difference between leadership and management. He notes
that “the terms "management" and "leadership" are often (but incorrectly) interchanged.
In fact, many people view them as basically the same thing. Yet management is as distinct
from leadership as day is from night. Both are necessary to become a high-performance
organization. By contrasting them and understanding their differences, we can better
balance and improve these essential roles.

Clemmer continues to note that “one key distinction between management and leadership
is that we manage things and lead people. Things include physical assets, processes, and
systems. People include customers, external partners, and people throughout our team or
organization (or "internal partners"). When dealing with things, we talk about a way of
doing. In the people realm, we're talking about a way of being.”

While it is important to recognize the differences between leadership and management, it
is also important to appreciate that the two have complementary strengths, as well.

Complementary Strengths

Management Leadership
Processes People
Facts Feelings
Intellectual Emotional
Head Heart
Position power Persuasion power
Control Commitment

Page | 12 Principles of Management



Management
Problem solving
Reactive
Doing things right
Rules

Goals
Light a fire under people

Written communications

Standardization

Leadership
Possibility thinking
Proactive
Doing the right things
Values
Vision
Stoke the fire within
people
Verbal communications

Innovation

Activity 1.1 D — Leadership vs. Management

Think about your own personality and experience. Would you consider yourself more of
a manager or more of a leader? Explain why

Record your response in your course journal.

More about the similarities and differences between management and leadership styles

will be explored later in the course.

SUMMARY

The first topic served as an introduction to the principles of management and would serve

as a basis for further discussion on the same. The principles explored should begin to build

a foundation for your understanding of management. The areas covered include:

1. definition of management;

2. activities needed for effective management; and

3. importance of effective management within a business.

Principles of Management
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Toric 1.2 - LEVELS OF MANAGEMENT

INTRODUCTION
In most businesses, if not all, there is a line of demarcation between various managerial

positions. This line defines the number of levels in management. This increases when the

size of the business and work force increases and vice versa. The level of management

determines a chain of command, the amount of authority and status enjoyed by any

managerial position. This topic therefore, introduces you to the different levels of

management and the various functions performed by managers at each level.

OBIJECTIVES
Upon completion of this topic you should be able to:

1.

4.

Explore the four major functions of all managers.
Identify the different management levels within an organisation.

Classify the different levels of managers and identify the primary function of each
group.

Differentiate between the functions of management.

THE FUNCTIONS OF MANAGEMENT
As described in Topic 1.1, Foyhl identified five functions of management. If you recall they

were:

1.

Forecasting and Planning
Organising

Commanding
Coordinating

Controlling

Today these five functions have been combined into four major functions: Planning;

Organizing; Directing; and Controlling. Let’s explore all four.

Note: The description of the four functions below was extracted from: e-Notes. (nd.).

Management Functions. Available at: http://www.enotes.com/management-functions-

reference/management-functions.

Planning

Planning is the function of management that involves setting objectives and determining a

course of action for achieving these objectives. Planning requires that managers be aware
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of environmental conditions facing their organization and forecast future conditions. It also
requires that managers be good decision-makers.

Planning is a process consisting of several steps. The process begins with environmental
scanning, which simply means that planners must be aware of the critical contingencies
facing their organization in terms of economic conditions, their competitors, and their
customers. Planners must then attempt to forecast future conditions. These forecasts form
the basis for planning.

Planners must establish objectives, which are statements of what needs to be achieved and
when. Planners must then identify alternative courses of action for achieving objectives.
After evaluating the various alternatives, planners must make decisions about the best
courses of action for achieving objectives. They must then formulate necessary steps and
ensure effective implementation of plans. Finally, planners must constantly evaluate the
success of their plans and take corrective action when necessary.

There are many different types of plans and planning activities which will be explored in this
course and future courses in the BBE programme.

Organizing

Organizing is the function of management that involves developing an organizational
structure and allocating human resources to ensure the accomplishment of objectives. The
structure of the organization is the framework within which effort is coordinated. The
structure is usually represented by an organization chart, which provides a graphic
representation of the chain of command within an organization. Decisions made about the
structure of an organization are generally referred to as "organizational design" decisions.

Organizing also involves the design of individual jobs within the organization. Decisions
must be made about the duties and responsibilities of individual jobs as well as the manner
in which the duties should be carried out. Decisions made about the nature of jobs within
the organization are generally called "job design" decisions.

Organizing at the level of the organization involves deciding how best to departmentalize,
or cluster jobs into departments to effectively coordinate effort. There are many different
ways to departmentalize, including organizing by function, product, geography, or
customer. Many larger organizations utilize multiple methods of departmentalization.
Organizing at the level of job involves how best to design individual jobs to most effectively
use human resources.

Traditionally, job design was based on principles of division of labor and specialization,
which assumed that the more narrow the job content, the more proficient the individual
performing the job could become. However, experience has shown that it is possible for
jobs to become too narrow and specialized. When this happens, negative outcomes result,
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including decreased job satisfaction and organizational commitment and increased
absenteeism and turnover.

Recently many organizations have attempted to strike a balance between the need for
worker specialization and the need for workers to have jobs that entail variety and
autonomy. Many jobs are now designed based on such principles as job enrichment and
teamwork.

Directing (or Leading)

Directing or Leading involves influencing others toward the attainment of organizational
objectives. Effective leading requires the manager to motivate subordinates, communicate
effectively, and effectively use power. If managers are effective leaders, their subordinates
will be enthusiastic about exerting effort toward the attainment of organizational
objectives.

To become effective at leading and directing, managers must first understand their
subordinates' personalities, values, attitudes, and emotions. Therefore, the behavioral
sciences have made many contributions to the understanding of this function of
management. Personality research and studies of job attitudes provide important
information as to how managers can most effectively lead subordinates.

Studies of motivation and motivation theory provide important information about the ways
in which workers can be energized to put forth productive effort. Studies of communication
provide direction as to how managers can effectively and persuasively communicate.
Studies of leadership and leadership style provide information regarding questions such as,
"What makes a manager a good leader?" and "In what situations are certain leadership
styles most appropriate and effective?"

Controlling

Controlling involves ensuring that performance does not deviate from standards.
Controlling consists of three steps, which include establishing performance standards,
comparing actual performance against standards, and taking corrective action when
necessary. Performance standards are often stated in monetary terms such as revenue,
costs, or profits, but may also be stated in other terms, such as units produced, number of
defective products, or levels of customer service.

The measurement of performance can be done in several ways, depending on the
performance standards, including financial statements, sales reports, production results,
customer satisfaction, and formal performance appraisals. Managers at all levels engage in
the managerial function of controlling to some degree.

The managerial function of controlling should not be confused with control in the
behavioral or manipulative sense. This function does not imply that managers should
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attempt to control or manipulate the personalities, values, attitudes, or emotions of their
subordinates. Instead, this function of management concerns the manager's role in taking
necessary actions to ensure that the work-related activities of subordinates are consistent
with and contributing toward the accomplishment of organizational and departmental
objectives.

Effective controlling requires the existence of plans, since planning provides the necessary
performance standards or objectives. Controlling also requires a clear understanding of
where responsibility for deviations from standards lies. Two traditional control techniques
are the budget and the performance audit. Although controlling is often thought of in terms
of financial criteria, managers must also control production/operations processes,
procedures for delivery of services, compliance with company policies, and many other
activities within the organization.

LEVELS OF MANAGEMENT

Within any business there are different levels of management and this will depend on the
sophistication and size of the business. In addition, each manager at the various levels
performs different roles based on their position in the organisational structure of the
business.

Management levels within a typical organisation include:
e Top Managers (Or Senior Managers).
e Middle Managers.
e First-Line Managers.

e Supervisors.

Non-Managerial Employees.

Robins and Decenzo (2001) and Hammond (1994) identify each level and describe the
function of each as:

Senior/Top Management: Managers found at the very top level of the organisational
hierarchy who have the most authority and ultimately are responsible for the entire
organisation. Their duties involve the setting of long-term plans, review of achievements,
evaluation of departmental performance and the appraisal (the assessment of the way in
which a person performs a job against agreed objectives and with the aim of increasing
effectiveness) of senior and middle management for performance and promotion. Other
terms by which they are referred include executive vice president, president, managing
director, chief operating officer, chief executive officer or chairman of the board.
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Middle Management: Are
those managers beneath the

top-levels of the hierarchy and )
directly supervise other TOP MANAGEMENT
managers below them. Their )
duties involve the development n
of intermediate-range plans, MIDDLE MANAGEMENT
the appraisal of departmental

staff for performance and
promotion, the establishment
o SUPERVISORY MANAGEMENT
of departmental objectives and
targets and evaluation of the
extent to which the department
achieves those objectives. Other terms by which they are referred include department

head, project leader, plant manager, division manager and others.

Supervisory Management: Are those managers who have the least authority and are at
the lowest level of organisation’s hierarchy. They supervise the day-to-day tasks and make
day-to-day plans. They are also responsible for assigning tasks to operatives and junior
supervisors and appraising them for performance and promotion. Other terms by which
they are referred include supervisors, line managers, office managers or foremen.

Activity 1.2 A — Business Organization

Identify a business with which you are familiar and:
1. Create a graphical representation of its organisational structure.
2. Describe the duties of level of management performs.

Record your answers in the course journal.

SUMMARY

From this topic, you learned that the different levels within an organisation include top
managers, middle managers, first-line managers and non-managerial employees/
operatives. First-line managers are the lowest level of management and are typically
responsible for directing the day-to-day activities of operative employees. Middle managers
are those who fall between the top managers and the first-line managers. These individuals
manage other mangers and possibly some employees. They are primarily responsible for
translating the goals set by top management into specific details that lower-level managers
can perform. Top managers, at the top or near the pinnacle of the organisation, are
responsible for making decisions about the direction of the organisation and for
establishing policies that affect all organisational members.
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The management functions of planning, organizing, leading, and controlling are widely
considered to be the best means of describing the manager's job as well as the best way to
classify accumulated knowledge about the study of management. Although there have
been tremendous changes in the environment faced by managers and the tools used by
managers to perform their roles, managers still perform these essential functions.

Activity 1.2 B — Review
Consider the following questions and record your responses in the course journal.

1. How does a manager’s job change as he or she moves from supervisor to middle
manager to senior manager?

2. Describe the differences between a supervisor and an employee?
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Toric 1.3 - MANAGERIAL ROLES WITHIN AN ORGANISATION

INTRODUCTION

In an effort to obtain maximum performance, managers need to be equipped with the
necessary skills so that they can execute their roles effectively and efficiently. In this topic
we are going to examine the skills that mangers need to carry out their roles successfully
and to analyse the various roles that they perform.

OBIJECTIVES

Upon completion of this topic you should be able to:
1. Identify the different roles that managers perform.
2. Identify key skills needed by managers.

3. Analyse and discuss the various roles and responsibilities of management.

MANAGEMENT ROLES

Managers, depending on their levels, fulfil a variety of roles. Management roles are a set of
tasks that managers are expected to perform because of the position they hold in an
organisation (Jones & George, 2003, p.17).

Henry Mintzberg, a management researcher, categorised the tasks performed by managers
into three roles. These include:

1. Interpersonal Roles: are roles that involve people (subordinates and persons
outside the organisation) and other duties that are ceremonial and symbolic in
nature. The three interpersonal roles include being a figurehead, leader, and
liaison.

2. Informational Roles: involve receiving, collecting and disseminating information.
The three informational roles include monitor, disseminator, and spokesperson.

3. Decisional Roles: revolve around making choices. The four decisional roles include
entrepreneur, disturbance handler, resource allocator, and negotiator.

Table — The Mintzberg Management Roles Defined

Role Category Description Examples
Interpersonal | Figurehead Symbolic head: obliged to Greeting visitors, signing
perform a number of legal documents

routine duties of a legal or
social nature.
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Role Category Description Examples

Leader Responsible for the Performing virtually all
motivation of subordinates: | activities that involve
responsible for staffing, subordinates
training, and associated
duties

Liaison Maintains self-developed Acknowledging mail, doing
net work of outside external board work
contacts and informers who
provide favours and
information

Informational | Monitor Seeks and receives a wide Reading periodicals and

variety of internal and
external information to
develop thorough
understanding of
organisation and
environment.

reports, maintain personal
contacts.

Disseminator

Transmits information
received from outside or
from subordinates to
members of the
organisation

Holding informational
meetings, making phone
calls to relay information

Spokesperson | Transmits information to Holding board meetings,
outsiders on organisation’s | giving information to the
plans, policies, actions, media
results

Decisional Entrepreneur | Searches organisation and Organises strategies and

its environment for
opportunities and initiates
‘improvement projects’ to
bring about changes

review sessions to develop
new programs

Disturbance
handler

Responsible for corrective
action when organisation
faces important unexpected
disturbances

Organises strategies and
review sessions that
involve disturbances and
crises
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Role Category Description Examples
Resource Responsible for the Scheduling, requesting
allocator allocation of organisational | authorization, performing

resources of all kinds — any activity that involve
making or approving all budgeting and the
organisational decisions programming of

subordinates’ work

Negotiator Responsible for Participating in union
representing the contract negotiations
organisation at major
negotiations

(Adapted from Jones and George, 2003, p. 19)

Activity 1.3 A — Role Analysis

Now that you have explored the various roles that managers carry out, you should select a
business with which you are familiar and identify the Mintzberg managerial roles
performed by the managers of that business.

Record your observations in the course journal.

Having examined the roles that managers perform, we will now look at those skills that
they need to execute those roles effectively.

MANAGEMENT SKILLS

Managers need certain skills to perform their various assigned duties and activities.
Managers need a knowledge base as well as certain key skills. The knowledge base provides
a context for the manager’s activities. It can include information about an industry and its
technology, company policies and practices, company goals and plans, company culture,
the personalities of key organizational members, and important suppliers and customers.

According to Robins and Decenzo (2001), managers require four skills to perform the duties
and activities associated with being a manager.

e Technical Skills: are those skills that reflect both an understanding of and a
proficiency in a specialized field. Technical skills include knowledge of and
proficiency in a certain field, such as engineering, accounting, computing, or
manufacturing. These skills are more important at lower levels of management
since these managers are dealing directly with employees doing the organization’s
work.
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e Human Skills: are associated with the manager’s ability to work well with others
both as a member of a group and as a leader who gets things done through others.
Because managers deal directly with people, this skill is crucial. Managers with
good human skills are able to get the best out of their people. They know how to
communicate, motivate, lead, and inspire enthusiasm and trust. These skills are
equally important at all levels of management.

e Conceptual Skills: are those skills related to the ability to visualize the organization
as a whole, discern interrelationships among organizational parts, and understand
how the organization fits into the wider context of the industry, community, and
world. Conceptual skills are the skills managers must have to think and to
conceptualize about abstract and complex situations. Using these skills, managers
must be able to see the organization as a whole, understand the relationship
among various submits, and visualize how the organizations fit into the broader
environment.

e Political Skills: relate to the ability to enhance one’s position, build a power base,
and establish the right connections. Managers with good political skills tend to be
better at getting resources for their group than managers with poor political skills.

Another researcher, M. Francis (2007) identified the skills and qualities of managers as:

An effective manager should have the following skills.
Creative Problem Solving Skills:

e Describing and analyzing a problem,

e Identifying causes of a problem,

e Developing creative options and choosing the best course of action, and
e Implementing and evaluating effective and efficiency of the decision.

Communication Skills:

e Listening skills,

e Presentation skills,
e Feedback Skills, and
e Report writing skills.

Conflict Management Skills:

e I|dentifying sources of conflict — functional and dysfunctional conflicts,

e Understanding personal style of conflict resolution,

e Choosing the best strategy for dealing with a conflict, and

e Developing skills in promoting constructive conflicts in organization and
teams.
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Negotiation Skills:

e Distinguishing distributive and integrative negotiations, position and principle
negotiation,

e Identifying common mistakes in negotiation and ways to avoid them,

e Developing rational thinking in negotiation, and

e Developing effective skills in negotiation that benefits all parties involved.

Self-Awareness and Improvement:

e Understanding the concept of self-management,

e Evaluate the effectiveness of self-management,

e Developing creative and holistic thinking,

e Understanding the importance of emotions in works as well in self-
development,

e Understand of self-motivation, and

o Effectively managing self-learning and change.

Adopted from: Francis, M. (2007) Effective Management. Available from:
http://changingminds.org/articles/articles/effective_management.htm

Francis (2007) identified specific qualities that all good managers should exhibit to
effectively manage their staff. Her list of qualities includes:

1. Planner - A Manager has to take a long-term view; while a team member will be
working towards known and established goals, the manager must look further
ahead so that these goals are selected wisely. By thinking about the eventual
consequences of different plans, the manager selects the optimal plan for the team
and implements it. The manager ensures that work is not repeated nor problems
tackled too late, and that the necessary resources are allocated and arranged.

2. Provider - The Manager has access to information, which the team needs and thus
he or she must provide that information when appropriate to those who require it.
The role of a manager is important because authority, which the manager holds
uniquely within the team and the manager, must exercise the power for the benefit
of the team for the effective productivity.

3. Protector - In any company, there are problems, which can deflect the work force.
The manager should be there to guard against these and to protect his or her
subordinates. If someone in a team brings forward a good plan, managers must
ensure that it receives a fair hearing and that the team knows and understands the
outcome. If someone is in the team has a problem at work, you have to deal with it.
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10.

Inspires a Shared Vision - An effective manager is often described as having a vision
of where to go and the ability to articulate it. He or she also shares the vision and
acts as the vision champion.

Good Communicator - The ability to communicate with people is the most
important skill by managers and team members. The manager is also the team's
link to the larger organization. He must have the ability to effectively negotiate and
use persuasion when necessary to ensure the success of the team and project.
Through effective communication, manager support individual and team
achievements by creating guidelines for accomplishing tasks and for the career
advancement of team members.

Enthusiasm - If managers are negative - they bring staffs down. Manager with
enthusiasm, with a bounce in their step, with a can-do attitude are more effective
managers. Many people tend to follow people with a can-do attitude. Enthusiastic
managers are committed to their goals and express this commitment through
optimism.

Competence - Managers will be chosen based on their ability to successfully lead
others rather than on technical expertise, as in the past. Having a winning track
record is the surest way to be considered competent. Expertise in management
skills is another dimension in competence. The ability to challenge, inspire, enable,
model and encourage must be demonstrated if managers are to be seen as capable
and competent.

Ability to Delegate Tasks - Trust is an essential element in the relationship of
manager and his or her team. You demonstrate your trust in others through your
actions - how much you check and control their work, how much you delegate and
how much you allow people to participate.

Cool Under Pressure - In a perfect world, projects would be delivered on time,
under budget and with no major problems or obstacles to overcome. A leader with
a hardy attitude will take these problems in stride. When leaders encounter a
stressful event, they consider it interesting, they feel they can influence the
outcome and they see it as an opportunity.

Team-Building Skills - A team builder can best be defined as a strong person who
provides the substance that holds the team together in common purpose toward
the right objective. In order for a team to progress from a group of strangers to a
single cohesive unit, the leader must understand the process and dynamics
required for this transformation. He or she must also know the appropriate
leadership style to use during each stage of team development. The leader must
also have an understanding of the different team players styles and how to
capitalize on each at the proper time, for the problem at hand.

Principles of Management



11. Communicate the Big Picture - If you want your employees to work hard and be
committed to your business, you have to keep them in the loop. Open
communication helps foster loyalty and gives employees a sense of pride. It helps
them understand how their work contributes to the company's success.

12. Delegate Work and Responsibilities - Some employees, share their workload with
them and assign the work according to people's strengths and weaknesses, and let
employees develop their own good work habits and abilities.

13. Help Employees Set Goals - Setting deadlines and goals helps keep employees
focused, busy and motivates them to do their work. Talk to each of your employees
about the company's goals, and work with them to set individual goals directly
linked to your business's mission. Make sure employees understand their
professional growth path in the company.

14. Recognize Problems - It is impossible to know about personality conflicts, lagging
productivity or other problems in the office if you have your head in the sand. If you
notice a change in an employee's work habits or attitude, try to get to the root of
the problem before it starts affecting the rest of your staff.

Activity 1.3 B — Management Skills Assessment

Select three of the skills discussed above and show how their absence would affect
the proper functioning of your planned business or the business of another that
you are familiar with.

Record your assessment in your course journal.

SUMMARY

Henry Mintzberg concluded that managers perform ten different roles or behaviours. He
classified them into three groups. One group is concerned with interpersonal relationships
(figurehead, leader, and liaison). The second group is related to the transfer of information
(monitor, disseminator, and spokesperson). The third group deals with decision making
(entrepreneur, disturbance handler, resource allocator, and negotiator)

Managers also need critical skills in order to be success. These include conceptual,
interpersonal/human, technical and political.
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UNIT SUMMARY

Unit One explored the foundations of management and described the characteristics of an
effective manager. You must continuously assess your own management capabilities and
strengthen those that you are weak in. You need to recognize the strengthes and
weaknesses of other managers and supervisors and help them improve their own skills.

In the next unit we will begin to explore the four phases of management. Planningis a
unique skill and those that learn to effectively create and execute plans will be that much
closer to succeeding as a manager and entrepreneur.

UNIT ASSIGNMENT

Assignment — Comparison

In what way would the management activities of an owner of a car repair shop that
employs three people differ from that of the President of Ford Motor Company? How
would the senior manager’s responsibilities in both organizations be similar? Ensure you
reference the concepts and ideas presented in this unit.

Forward your completed paper to your instructor for review, feedback and consideration.
The paper should be no more than three pages double spaced long.
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UNIT 2 - PLANNING AS A MANAGEMENT FUNCTION

UNIT INTRODUCTION

In order to achieve everyday goals, we regularly engage in planning. When running a

business, planning is essential to the success of the organization. Planning requires the

identification of a need, an assessment of the market, the specification of a goal(s) to

address the need and market and a planned sequence of actions to achieve the goal. Once

you have completed these steps than you can execute the plan.

If you do it effectively, you can minimize the time, effort, resources, personnel and cost

required to achieve the goal. In this unit, we will examine planning as a function of

management with respect to identifying the key steps involved in the planning process, why

it is necessary for managers to plan and how successful planning facilitates organisational

performance.

UNIT OBJECTIVES

Upon completion of this unit you should be able to:

1.

Describe the different functions of managers.

Define the term planning as a function of management and describe its purposes
within an organisation.

Define goals and plans and explain the relationship between them.
Describe and formulate different organisational goals.

Explain the concepts mission and vision.

Explain the steps involved in the planning process.

Describe how successful planning facilitates organisational performance.

Describe the obstacles to planning and techniques and how to overcome them.

UNIT READINGS

As you complete this unit you should read the following chapters/articles:

1.

Carpenter M., Bauer T. and Erdogan B. (2009). Chapter 6: Goals and Objectives. In
Principles of Management. (e-Book). Available at:
http://www.oercommons.org/courses/principles-of-management/view

CliffNotes. (nd.). Principles of Management: Homework Help in Management
from CliffNotes. Read the following sections:
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a. Decision Making and Problem Solving. Available at:
http://www.cliffsnotes.com/study guide/The-DecisionMaking-
Process.topicArticleld-8944,articleld-8863.html.

b. Organizational Planning. Available at:
http://www.cliffsnotes.com/study guide/Defining-
Planning.topicArticleld-8944,articleld-8868.html.

3. Tague, N.R. (2004). Seven New Management and Planning Tools. (Web Site). ASQ
Quality Press. Available at: http://asg.org/learn-about-quality/new-

management-planning-tools/overview/overview.html.

4. Ward, S. (nd.). Increase Success with Daily Planning. About.com web site.
Available at:

http://sbinfocanada.about.com/cs/successprogram/a/week4.htm.

5. Wikipedia. (nd.). PEST Analysis. Available at:
http://en.wikipedia.org/wiki/PEST analysis.

6. Wikipedia. (nd.). Competitor Analysis. Available at:
http://en.wikipedia.org/wiki/Competitor analysis.
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Toric 2.1- PLANNING — AN OVERVIEW

INTRODUCTION

In everyday life, we all have an aversion to doing anything that doesn't immediately help
the situation we're now experiencing. However, in a business, it is not so. This is because a
little foresight and action before the fact can help eliminate many of the potential problems
that the business may face because of inappropriate or unplanned actions. That is why
anticipating, for example, a price cut by your major competitor or a rise in the interest rate
on your credit line, or even deciding on where to eliminate wastage, are all elements of the
planning function. Planning ensures an organized and effective response. This topic covers
the definition of planning as a function of management. It also describes the purposes of
planning within an organisation and the processes involved.

OBIJECTIVES
Upon completion of this topic you will be able to:

1. Define the term planning as a function of management.
2. Describe the purposes of planning within an organisation.

3. Describe the process involved in planning.

WHAT IS PLANNING?

A plan is like a map or a building blueprint. A plan is used to guide your through a complex
set of tasks and activities and to define the relationships of each task or activity. A plan
identifies the milestones and resources required to successfully implement and complete
the plan. A plan allows you to measure your progress towards your defined goal and how
far you are from your destination. Planning is essential for making management decisions
on where to go or what to do next. Effective planning helps to reduce business risk.

According to Jones and George (2003, p.8), “planning is the process that managers use to
identify and select appropriate goals and courses of actions”. It includes three steps:

e Deciding which goals the organisation will pursue.
e Deciding which courses of action to adopt to attain those goals.
e Deciding how to allocate organisational resources to attain those goals.

Hammond (1994, p.99) states “planning is concerned with identifying trends, anticipating
what is likely to happen and deciding on the best course of action to enable the
organisation to reach its objectives”.
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Hammond goes onto say “planning involves defining organisation’s goals, establishing an
overall strategy for achieving these goals and developing a comprehensive set of plans to

integrate and coordinate organisational goal”.
Planning is a strategic and systematic process; you should therefore note that it involves:
e Identifying trends.
e Defining organisational goals.
e Coordinating organisational goals.
e Deciding on resource allocation
e Selecting and setting strategy.

Implementing strategy, etc.

WHY Do You NEeD To PLAN?
Now that you have developed an understanding of a definition of planning, let us examine
some of those purposes why mangers plan.

There are number of reasons why managers need to plan. These include:
e Gives direction to the organisation.
e Reducing the impact of change.
e Eliminating overlapping and wasteful activities.

e Establishing objectives or standards that are used in controlling.

Activity 2.1 A — Impact of Not Planning

Think about an organization or project that you work for now or have worked on in the
past. Ask yourself:

1. Did the organization/project have a plan of action to support implementation?
2. What was the impact of the plan? Was it well executed?

3. Orif there was no plan, what was the outcome?

4. Would a plan have made a difference in the outcome?

Record your observations in your course journal.

Page | 32 Principles of Management



STEPS IN A PLANNING FUNCTION

According to Koontz & O’Donnell (1968), “planning is deciding in advance what to do, how
to do and who is to do it. Planning bridges the gap between where we are to, where we
want to go. It makes possible things to occur which would not otherwise occur”. It involves
the following steps:

Establish Objectives: Planning requires a systematic approach. It starts with the setting of
goals and objectives to be achieved to address a specific need or problem. Objectives
provide a rationale for undertaking various activities as well as indicate the desired
outcome. Moreover objectives focus the attention of managers on the end results to be
achieved. As a matter of fact, business objectives are nucleus to the planning process.

Define Planning Assumptions: Planning assumptions are assumptions about the potential
shape of events in the future. They serve as a basis of planning. Establishment of planning
assumptions helps define potential risks to the actual plans and helps identify how to react
to the assumptions. This step helps find out what obstacles are the way of business in
accordance with its defined goals. Identification of planning assumptions is concerned with
determining what steps will help the business planners avoid the defined obstacles.
Planning assumptions may be internal or external. Internal assumptions could include
obstacles evolving from capital investment policy, management labour relations,
philosophy of management, etc. Whereas external assumptions includes socio-economic,
political and economic changes. Internal assumptions are controllable whereas external are
non-controllable. Now that being said, one can hopefully gauge the impact of potential
external assumptions and consider its impact on the business.

Select Alternative Courses of Action: When forecast are available and assumptions and
appropriate responses are established, alternative course of actions have to be considered.
All viable alternatives should be defined and every option evaluated by weighing its pros
and cons in the light of the resources available, the risks of each option and the
requirements of the organization. The merits, demerits as well as the consequences of each
alternative must be examined before the desired option is selected. Planners should use
various qualitative and quantitative evaluation techniques to assist in judging the stability
of an alternative.

Formulate Detailed Planning Activities: Detailed planning activities are the sub plans or
major activities that must be completed as part of the desired option to achieve the course
goals. Secondary planning activities will flow from the main plan. Detailed planning
activities can include the creation of policies, procedures, rules, programmes, budgets,
schedules, quality standards, etc. For example, if profit maximization is the main business
goal of the enterprise, derivative plans will include sales maximization, production
maximization, and cost minimization. Derivative plans indicate time schedule, resources
requirements, sequence of accomplishing various tasks, responsible person and other
details needed to manage the plan and planning activities.
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Securing Co-operation: After the plans and related activities have been identified, the
planners should consult with subordinates and other stakeholders to get their input and
address their concerns. The purposes behind taking them into confidence are:

e Subordinates must feel that they are part of the change process, especially if it
impacts them.

e The planners will receive valuable suggestions and improvements in formulation as
well as implementation of plans.

e Subordinates will take on ownership of the different plans and activities they are
completing.

e It may help simplify work, reduce costs or increase production based on the
feedback from subordinates and other stakeholders.

e Stakeholders, like suppliers and service providers, may have more efficient and
effective ways of completing the activities described in the favoured option.

Follow up/Appraisal of Plans: After choosing a particular course of action and finalizing the
planning activities, it is time to implement the plan. After the plan is implemented it is
important to appraise its effectiveness. You need to determine if you have achieved your
business goals.

As you are implementing the plan you should also solicit feedback from departments or
persons managing the activities. This ongoing feedback and evaluation allows the
management team to correct deviations or modify the plan before the plan is completed.
This step establishes a link between the planning and controlling function.

Activity 2.1 B — Creating a Plan
1. When creating your own plans, which steps do you follow?
2. Are they similar to the recommended steps described above?

3. Based on what you know now, how would you change your own approach to
planning?

Record your observations in your course journal.

SUMMARY

In this topic we examined the importance of planning and the recommended steps in the
planning process. If we fail to plan, we plan to fail. Plans may deviate as you execute them,
but what you need to understand is that without a plan you will never know if you are on
track or not. In the next topic we will begin to explore each step of the planning process.
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Toric 2.2 - BUSINESS GOALS AND OBJECTIVES

Page | 36

INTRODUCTION

If you want to accomplish something you have to do more than dream about it. You need
to set a goal. Goal setting works to increase motivation, set priorities and improve
performance and therefore is an essential aspect of the planning function. This topic
presents a definition of goals, objectives and strategy. It also gives an insight into the
criteria that should be considered when formulating organisational goals and explains how
goals facilitate performance.

OBIJECTIVES
Upon completion of this topic you will be able to:

1. Describe what a business foundation is made of.

2. Define business goals and objectives and explain the relationship between them.
3. Explain the characteristics of well-defined goals.

4. Formulate different organisational goals.

5. Explain how goals facilitate performance.

BUSINESS FOUNDATIONS — VISION, MISSION AND STRATEGIC GOALS

A business should be founded in its strategic plan. All strategic plans should include a vision
and mission statement and strategic goals that reflect how the business will grow over the
next three to five years based on the vision and mission statements.

The vision, mission and strategic goals help establish the business goals and objectives.
Although you will explore the strategic planning process in a later course, you need to
understand the foundation statements (vision, mission and strategic goals) that should
guide all business decisions.

Vision Statement

A vision statement is a short, succinct, and inspiring statement of what the organization
intends to become and to achieve at some point in the future, often stated in competitive
terms. Vision statements reflect intentions that are broad, all-inclusive and forward-
thinking. It is the image that a business must have of its goals before it sets out to reach
them. It describes aspirations for the future, without specifying the means that will be used
to achieve those desired ends.

Farm Vision Statement Example: "We help the families of Main Town live
happier and healthier lives by providing the freshest, tastiest and most
nutritious local produce: From local farms to your table in under 24 hours."
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Mission Statement

A mission statement is a formal, short, written statement of the purpose of a company or
organization. The mission statement should guide the actions of the organization, spell out
its overall goal, provide a sense of direction, and guide decision-making. It provides "the
framework or context within which the company's strategies are formulated.
(http://en.wikipedia.org/wiki/Mission_statement)

Farm Mission Statement Example: "To become the number one produce
provider within Main Town by selling the highest quality, freshest farm
produce, from farm to customer in less than 24 hours on 75% of our range and
with 98% customer satisfaction."

As you can see by the two examples, one builds upon the other. The vision and the mission
are powerful statements that help drive an organization forward. Although sometimes they
are often confused with one another and from time to time even used interchangeably. In
simplest terms, the:

e Vision —is the big picture idea of what you want to achieve.
e Mission —is a general statement of how you will achieve your vision. Why you exist.
Strategic Goals

Strategies evolve from the visioning and mission planning process and the completion of a
SWOT analysis to identify and respond to risk. When developing strategic goals, the
planning team must ask themselves: “What do we need to do to get there (Vision)?” “How
do we accomplish our Mission?”

The characteristics of effective strategic goals are:
e They represent the long-term (two to five years).
e They help the organization move towards its vision.
e They reflect the values important to the organization.
e They require the commitment of time, resources, budget and personnel.
e They help reduce or eliminate the risks identified in the SWOT process.
e They are achievable given the right resources and support.

e Successful completion of all of the strategies should result in the achievement of
the mission and vision.
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Farm Strategic Goal Examples: Below are a number of potential strategic
goals that have evolved from the earlier vision and mission statement
examples:

Strategic Goal: Employ industry best practices in planting, cultivating,
harvesting and packing our produce.

Strategic Goal: Establish and manage a produce distribution system that
ensures delivery from field to store within 24 hours.

Strategic Goal: Establish and implement a produce quality assurance process
that ensures our customers receive the fresh, safe, health and tasty farm
produce.

Walcoff (1999) states, “I view strategy as a road and tactics as the vehicle to implement the
strategy. | also view strategy as taking place in the long-term, whereas tactics is more a
short-term undertaking. With these definitions in mind, strategic plans are just the road
map without the tactics” (p. 10).

The tactics Walcoff refers to are the business goals and objectives that flow from the
strategic goals. Let’s explore these concepts. But before we proceed reflect upon the
following.

Assignment 2.2 A — Vision, Mission and Strategies

Think about the industry that you wish to create your own business. Be it tourism, farming,
transportation, retail or others. Using the Internet search for at least two companies or
institutions that describe their vision, mission and strategic goals online. Complete the
following:

Critique each organization’s strategic plan concentrating on the vision, mission and
strategic goal statements. Discuss why you think it is either: an effective strategic plan or
why you think the strategic plan is poorly written.

1. Compare and contrast the two vision, mission and strategic goal statements. Which
ones re more effective and more inspiring? Why?

2. If you were an employee would you know what your company is about based on what
you have read?

Once you have completed your critique submit it to your instructor for review and
feedback.
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BUSINESS GOALS AND OBJECTIVES

Business goals and objectives evolve from the strategic goals reflected in your strategic
plan. As Wolcoff (1999) noted, there are strategies and then there are tactics. Using this
approach, a single multi-year strategic goal should consist of a number of tactics or
measurable business goals and objectives. The execution and completion of each business
goal and objective should take the organization one step closer to the achievement of the
strategic goal it is supporting and the fulfillment of the mission and vision.

As illustrated in the figure below a single strategic goal should consist of two or more
annual business goals. A business goal should ideally be completed in one business year or
less. Business goals are more than just single tasks (e.g. produce a survey). They are
sufficiently complex that they will require resources, personnel and budget to complete.
They can be broken down into specific tasks or business objectives that need to be
completed to achieve the desired outcome.

Figure 2.2 A — Goals and Objectives Relationships

Strategic
| |
Strategic Strategic
(3 to 5 Years) Goal Goal
! 1
Annual Business
Business Plan Goal

Business
Goal

Business
Objective

Business
Objective

(One Year or Less)

In other organizations this process is known as the annual business planning cycle. Each
team and department within the organization would normally identify the annual business
goals and objectives that they plan to achieve during the business year. All business goals
and objectives should be tied to one or more strategic goals. The example below
demonstrates this concept.
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Example of a Strategic Goal Broken Down Into Supporting Business Goals and Objectives

Strategic Goal

Business Goals

Business Objectives (Tasks)

Marketing
Strategic Goal:
Create and
implement a
marketing strategy
that embraces our
strengths and that
differentiates us
from our
competition.

Make our company
the company of
choice for e-
learning services.

Goal 1: Develop a
marketing plan
based on the
results of the
competition and
market analysis.

Objective 1.1 Complete a market analysis of
the e-learning sector.

Objective 1.2 Analyze the competition: their
strengths and weaknesses.

Objective 1.3 Identify marketing strategies.
Objective 1.4 Identify the resources, budget
and timeline for marketing strategy
implementation

Objective 1.5 Produce the marketing plan.

Goal 2: Implement
the marketing plan

Objective 2.1 Create the marketing messages
and content.

Objective 2.2 Source the marketing media to
be used to implement the strategies.
Objective 2.3 Manage the marketing budget.

The annual business planning process encompasses a wide variety of activities including:

identifying opportunities, establishing new or refining existing business objectives,

budgeting, resource planning, human resource planning, work processes, work flow, etc.

These activities represent a significant part of the business planning process that will be

discussed in the next unit.

At times in your business operation, you may need to create additional goals and objectives

based on the circumstances or unanticipated requirements. These additional goals and

objectives should also be founded in one or more strategic goals and should result in

moving towards the vision and execution of the mission. But what are the characteristics of

good goals and objectives? Let’s explore.

CHARACTERISTICS OF WELL-DEFINED BUSINESS GOALS

In order for business goals to be effective it is important that they include the following

characteristics.

Challenging

A goal must challenge you. Challenging goals encourage improvement. It may be tempting
to pick something easy--no one wants to fail. But setting an easy goal does not promote
development or improvement.

Attainable

The goal needs to be attainable. Factors such as time, equipment and knowledge affect goal
attainment. Equipment and time are factors external to the individual capabilities but also
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need to enter the goal-setting process. For example, setting the goal to play tennis three
times a week with no available tennis facilities is an unattainable goal.

Realistic

A goal should challenge, but not to the point of impossibility. Make goals realistic; base
them on previous demonstrated performance. When something seems difficult, but based
on past experience still achievable, people will work toward reaching it. Goals people
perceive as impossible do not motivate people. Even if you work hard to achieve your goal,
not reaching it will be a let-down.

Specific

Increase motivation and focus with a specific goal or objective. For example, setting a
specific goal to lose 5 pounds in one month is likely to help motivate you to accomplish this
task, compared to the more general goal of simply losing weight.

Measurable

Goals must be measurable. Without the ability to measure your goal you have no way to
know if you have achieved it.

Completeness

Completion of all subordinate business objectives must result in the achievement of the
superior business goal. The same holds true for strategic goals, although it may take several
annual business planning cycles before a strategic goal is fully achieved.

SUMMARY
In this topic, the following areas were covered:

e Definition of goals and objectives
e Characteristics of well-defined goals and objectives
e Difference between goals and objectives
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INTRODUCTION

The planning process requires the collection and organization of data and information.

Only when this information is collated and analyzed can appropriate decisions be made
about which option should be considered. Planning tools and techniques are also needed
to define and organize the tasks and activities that must be completed so that you can write
and implement a plan.

OBJECTIVES
Upon completion of this topic you will be able to select appropriate planning tools and
techniques to assist in the planning process.

Acknowledgement: A significant portion of the topic content has been extracted from the
American Society for Quality (ASQ) Knowledge Centre at: http://asq.org/knowledge-
center/index.html. Individual attribution has been provided for each section described
below.

PLANNING TOOLS AND TECHNIQUES

Before you can produce an implementation plan to address a specific business goal or
objective you need to understand the reasons the problem exist or what risk you would
face if you implemented the plan. Risk needs to be addressed and ways of reducing or
eliminating risk should be considered in the plan.

Planning also requires that you structure the process or procedures that must be
completed in a logic way. You also need to be able to identify the personnel, contractors,
resources, time required and cost of completing the activities and tasks.

A number of tools and techniques exist to help you in your planning and decision making
process. We will explore a number of these techniques including: Tree Diagrams; Matrix
Diagrams; Arrow Diagrams (or CPM); Pest Analysis; and Competitor Analysis.

TREE DIAGRAMS
Also called: systematic diagram, tree analysis, analytical tree, hierarchy diagram

The tree diagram starts with one item that branches into two or more, each of which
branch into two or more, and so on. It looks like a tree, with trunk and multiple branches.

It is used to break down broad categories into finer and finer levels of detail. Developing
the tree diagram helps you move your thinking step by step from generalities to specifics.
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When to Use a Tree Diagram

1.

6.

7.

When an issue is known or being addressed in broad generalities and you must
move to specific details, such as when developing logical steps to achieve an
objective.

When developing actions to carry out a solution or other plan.

When analyzing processes in detail.

When probing for the root cause of a problem.

When evaluating implementation issues for several potential solutions.
After an affinity diagram or relations diagram has uncovered key issues.

As a communication tool, to explain details to others.

Tree Diagram Procedure

1.

Develop a statement of the goal, project, plan, problem or whatever is being
studied. Write it at the top (for a vertical tree) or far left (for a horizontal tree) of
your work surface.

Ask a question that will lead you to the next level of detail. For example:

For a goal, action plan or work breakdown structure: “What tasks must be done to
accomplish this?” or “How can this be accomplished?”

For root—cause analysis: “What causes this?” or “Why does this happen?”

For gozinto chart: “What are the components?” (Gozinto literally comes from the
phrase “What goes into it?”

Brainstorm all possible answers. If an affinity diagram or relationship diagram has
been done previously, ideas may be taken from there. Write each idea in a line
below (for a vertical tree) or to the right of (for a horizontal tree) the first
statement. Show links between the tiers with arrows.

Do a “necessary and sufficient” check. Are all the items at this level necessary for
the one on the level above? If all the items at this level were present or
accomplished, would they be sufficient for the one on the level above?

Each of the new idea statements now becomes the subject: a goal, objective or
problem statement. For each one, ask the question again to uncover the next level
of detail. Create another tier of statements and show the relationships to the
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previous tier of ideas with arrows. Do a “necessary and sufficient check” for each
set of items.

9. Continue to turn each new idea into a subject statement and ask the question. Do
not stop until you reach fundamental elements: specific actions that can be carried
out, components that are not divisible, root causes.

10. Do a “necessary and sufficient” check of the entire diagram. Are all the items
necessary for the objective? If all the items were present or accomplished, would
they be sufficient for the objective?

Tree Diagram Example

The Pearl River, NY School District, a 2001 recipient of the Malcolm Baldridge National
Quality Award, uses a tree diagram to communicate how district-wide goals are translated
into sub-goals and individual projects. They call this connected approach “The Golden
Thread.”

The district has three fundamental goals. The first, to improve academic performance, is
partly shown in the figure below. District leaders have identified two strategic objectives
that, when accomplished, will lead to improved academic performance: academic
achievement and college admissions.

Allign 512 math curriculum ‘

Academic Regeats 4h & 80 NYS | mplerent year 2 technology plan |
achisemint loma rate [ | eam resulis
W Replace grade 7 assessmeat |

mplement grades 58 difierentiated
instruction

Impraved
academic
perlormance

Lead indicator 1_[ Prosect |
Lo ndicatr || Projest |
Lead indicator 1_| Project |
Lowd nfcter |t ot |

Tree Diagram Example

Lag {ndicator

College
| adissiong

Lag Indicatr

Lag indicators are long-term and results—oriented. The lag indicator for academic
achievement is Regents’ diploma rate: the percent of students receiving a state diploma by
passing eight Regents’ exams.
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Lead indicators are short-term and process-oriented. Starting in 2000, the lead indicator for
the Regents’ diploma rate was performance on new fourth and eighth grade state tests.

Finally, annual projects are defined, based on cause—and—effect analysis, that will improve
performance. In 2000-2001, four projects were accomplished to improve academic
achievement. Thus this tree diagram is an interlocking series of goals and indicators, tracing
the causes of system wide academic performance first through high school diploma rates,
then through lower grade performance, and back to specific improvement projects.

Excerpted from Nancy R. Tague’s The Quality Toolbox, Second Edition, ASQ Quality Press,
2004, pages 501-504.

MATRIX DIAGRAMS
Also called: matrix, matrix chart

The matrix diagram shows the relationship between two, three or four groups of
information. It also can give information about the relationship, such as its strength, the
roles played by various individuals or measurements.

Six differently shaped matrices are possible: L, T, Y, X, C and roof-shaped, depending on
how many groups must be compared.

When to Use Each Matrix Diagram Shape

Table 2.3 A summarizes when to use each type of matrix. Also click on the links below to
see an example of each type. In the examples, matrix axes have been shaded to emphasize
the letter that gives each matrix its name.

e An L-shaped matrix relates two groups of items to each other (or one group to
itself).

e A T-shaped matrix relates three groups of items: groups B and C are each related to
A. Groups B and C are not related to each other.

e A Y-shaped matrix relates three groups of items. Each group is related to the other
two in a circular fashion.

e A C—shaped matrix relates three groups of items all together simultaneously, in 3-D.

e An X-shaped matrix relates four groups of items. Each group is related to two
others in a circular fashion.

e Aroof-shaped matrix relates one group of items to itself. It is usually used along
with an L — or T-shaped matrix.
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Table 2.3 A: When to use differently-shaped matrices

L-shaped 2 groups | A «¥B(or A <*A)

T-shaped 3 groups | B <A >CbutnotB «=C

Y-shaped 3 groups | A «B«3C<3A

C-shaped 3 groups | Allthree simultaneously (3-D)

X-shaped | 4groups | A «+B <»C <D <A but not A <+C <>»or B <D
Roof- 1 group A <*AwhenalsoA<*BinLorT

shaped

L-Shaped Matrix Diagram

This L-shaped matrix summarizes customers’ requirements. The team placed numbers in

the boxes to show numerical specifications and used check marks to show choice of

packaging. The L-shaped matrix actually forms an upside-down L. This is the most basic and

most common matrix format.

Table 2.3 B Customer Requirements

Customer Customer Customer Customer
D M R T
Purity % >99.2 >99.2 >99.4 >99.0
Trace metals
<5 — <10 <25
(ppm)
Water (ppm) <10 <5 <10 —
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Customer Customer Customer Customer
D M R T
Viscosity (cp) 20-35 20-30 10-50 15-35
Color <10 <10 <15 <10
Drum v
Truck v v
Railcar v

T-Shaped Matrix Diagram

This T-shaped matrix relates product models (group A) to their manufacturing locations
(group B) and to their customers (group C).

Examining the matrix in different ways reveals different information. For example,
concentrating on model A, we see that it is produced in large volume at the Texas plant and
in small volume at the Alabama plant. Time Inc. is the major customer for model A, while
Arlo Co. buys a small amount. If we choose to focus on the customer rows, we learn that
only one customer, Arlo, buys all four models. Zig buys just one. Time makes large
purchases of A and D, while Lyle is a relatively minor customer.

Table 2.3 C - Products—Customers—Manufacturing Locations

Texas plant L i i
Mississippi plant & [
Alabama plant i L
Arkansas plant i L]

@ Large volume

(1 Small volume Kodel A Kodel B Model C Model O
£ig Corp. ]

Arlo Cao, ] ] o ]
Lyle Co. i -
Time Inc. ] L
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Y-Shaped Matrix Diagram

This Y-shaped matrix shows the relationships between customer requirements, internal
process metrics and the departments involved. Symbols show the strength of the
relationships: primary relationships, such as the manufacturing department’s responsibility
for production capacity; secondary relationships, such as the link between product
availability and inventory levels; minor relationships, such as the distribution department’s
responsibility for order lead time; and no relationship, such as between the purchasing
department and on-time delivery.

The matrix tells an interesting story about on-time delivery. The distribution department is
assigned primary responsibility for that customer requirement. The two metrics most
strongly related to on-time delivery are inventory levels and order lead time. Of the two,
distribution has only a weak relationship with order lead time and none with inventory
levels. Perhaps the responsibility for on-time delivery needs to be reconsidered. Based on
the matrix, where would you put responsibility for on-time delivery?

Responsibilities for Performance to Customer Requirements

<@ %
A i B,
i D I=:;"?-!".—-' -::::.1"-), e
R @ (NG
el y{" A "‘-'_}- £
R St L PPN B
L Sy G 4
g G e A
¢ B N N
A i y 2} § ‘:"::}d A
r{‘\'\?}\ _::_\_"?? (/{,-( . x"’-’-'@
O 4 <L
vy
{2 3 o
%\@ Froduction capacity L@ L~
o O ~a| A
%l\ Inventory levels 1]
) _ : fl‘-,/'f |~
] Crder lead time |
i N Pa
) Carrier performance |~ i N
= Primary relationship

Internal process metrics C Seeandary relationship

& Minor relationship

C-Shaped Matrix Diagram

Think of C meaning “cube.” Because this matrix is three-dimensional, it is difficult to draw
and infrequently used. If it is important to compare three groups simultaneously, consider
using a three-dimensional model or computer software that can provide a clear visual
image.

This figure shows one point on a C-shaped matrix relating products, customers and
manufacturing locations. Zig Company’s model B is made at the Mississippi plant.
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X-Shaped Matrix Diagram

SANEIANEANAY
NN

N,
0\

N

Arlo | Lyle

Time

£ig

This figure extends the T-shaped matrix example into an X-shaped matrix by including the

relationships of freight lines with the manufacturing sites they serve and the customers
who use them. Each axis of the matrix is related to the two adjacent ones, but not to the

one across. Thus, the product models are related to the plant sites and to the customers,
but not to the freight lines.

A lot of information can be contained in an X-shaped matrix. In this one, we can observe

that Red Lines and Zip Inc., which seem to be minor carriers based on volume, are the only

carriers that serve Lyle Co. Lyle doesn’t buy much, but it and Arlo are the only customers for

model C. Model D is made at three locations, while the other models are made at two.

What other observations can you make?

Manufacturing Sites—Products—Customers—Freight Lines

) | ] [ Texas plant [ [} (]
. | L Mississippi plant @ 2
| [ ] Alabama plant ] [
] 2 ] Arkansas plant D [
Red Zip [ Warld- | Trans Model | Model | Model | Madel
Lines | Inc. | wide | South A = C o
[ ] O Zig Corp. [ ]
] Arlo Co, @] 0 i o
_ o Lyle Ca. o ]
2 o Tima Ine. ] [ ]

@ Large volume
2 Smallvolume
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Roof-Shaped Matrix Diagram

The roof-shaped matrix is used with an L- or T-shaped matrix to show one group of items
relating to itself. It is most commonly used with a house of quality, where it forms the
“roof” of the “house.” In the figure below, the customer requirements are related to one
another. For example, a strong relationship links color and trace metals, while viscosity is
unrelated to any of the other requirements.

9,
@
©
O

Trace

Purity
metals

Water [Wiscosity| Color

Frequently Used Matrix Diagram Symbols

& Strong relationship o Positive relationship
2 Muoderate relationship O Neutral relationship
& Weak or potential relationship Megative relationship

Mo relationship

5 Supplier T ltem on Teft influences item at Lo
O Customer «— Hem at top influences item on left
D Doer The arrows usually are placed next (o
O Onwner another svmbol indicating the sirength

ol the relationship.

Excerpted from Nancy R. Tague’s The Quality Toolbox, Second Edition, ASQ Quality Press,
2004, pages 338-344.

ARROW (CPM) DIAGRAMS
Also called: activity network diagram, network diagram, activity chart, node diagram, CPM
(critical path method) chart or PERT (program evaluation and review technique) chart.

The arrow diagram shows the required order of tasks in a project or process, the best
schedule for the entire project, and potential scheduling and resource problems and their
solutions. The arrow diagram lets you calculate the “critical path” of the project. This is the
flow of critical steps where delays will affect the timing of the entire project and where
addition of resources can speed up the project.
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When to Use an Arrow Diagram

1. When scheduling and monitoring tasks within a complex project or process with
interrelated tasks and resources.

2. When you know the steps of the project or process, their sequence and how long
each step takes, and.

3. When project schedule is critical, with serious consequences for completing the
project late or significant advantage to completing the project early.

Arrow Diagram Procedure

Materials needed: Sticky notes or cards, marking pens, large writing surface (newsprint or
flipchart pages)

Drawing the Network

List all the necessary tasks in the project or process. One convenient method is to write
each task on the top half of a card or sticky note. Across the middle of the card, draw a
horizontal arrow pointing right.

Determine the correct sequence of the tasks. Do this by asking three questions for each
task:

1. Which tasks must happen before this one can begin?
2. Which tasks can be done at the same time as this one?
3. Which tasks should happen immediately after this one?

It can be useful to create a table with four columns —prior tasks, this task, simultaneous
tasks, following tasks.

Diagram the network of tasks. If you are using notes or cards, arrange them in sequence on
a large piece of paper. Time should flow from left to right and concurrent tasks should be
vertically aligned. Leave space between the cards.

Between each two tasks, draw circles for “events.” An event marks the beginning or end of
a task. Thus, events are nodes that separate tasks.

Look for three common problem situations and redraw them using “dummies” or extra
events. A dummy is an arrow drawn with dotted lines used to separate tasks that would
otherwise start and stop with the same events or to show logical sequence. Dummies are
not real tasks.
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Problem Situations

Two simultaneous tasks start and end at the same events. Solution: Use a dummy and an
extra event to separate them. In Figure 1, event 2 and the dummy between 2 and 3 have
been added to separate tasks A and B.

Task C cannot start until both tasks A and B are complete; a fourth task, D, cannot start until
Ais complete, but need not wait for B. (See Figure 2.) Solution: Use a dummy between the
end of task A and the beginning of task C.

A second task can be started before part of a first task is done. Solution: Add an extra event
where the second task can begin and use multiple arrows to break the first task into two
subtasks. In Figure 3, event 2 was added, splitting task A.

Figure 2.3 A: Dummy separating simultaneous tasks

. b

O

Figure 2.3 B: Dummy keeping sequence correct

' :

#~

Figure 2.3 C: Using an extra event

Slart Laofitinue

When the network is correct, label all events in sequence with event numbers in the circles.
It can be useful to label all tasks in sequence, using letters.
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Scheduling: Critical Path Method (CPM)

Determine task times—the best estimate of the time that each task should require. Use one
measuring unit (hours, days or weeks) throughout, for consistency. Write the time on each
task’s arrow.

Determine the “critical path,” the longest path from the beginning to the end of the project.
Mark the critical path with a heavy line or color. Calculate the length of the critical path: the
sum of all the task times on the path.

Calculate the earliest times each task can start and finish, based on how long preceding
tasks take. These are called earliest start (ES) and earliest finish (EF). Start with the first
task, where ES = 0, and work forward. Draw a square divided into four quadrants, as in

Figure. Write the ES in the top left box and the EF in the top right.

For each task:

e Earliest start (ES) = the largest EF of the tasks leading into this one

Earliest finish (EF) = ES + task time for this task
e Figure 2.3 D: Arrow diagram time box

e ESEarliest start

e EF Earliest finish

e LS Latest start

e LF Latest finish

Calculate the latest times each task can start and finish without upsetting the project
schedule, based on how long later tasks will take. These are called latest start (LS) and latest
finish (LF). Start from the last task, where the latest finish is the project deadline, and work
backwards. Write the LS in the lower left box and the LF in the lower right box.

e Latest finish (LF) = the smallest LS of all tasks immediately following this one
e Latest start (LS) = LF — task time for this task
e Calculate slack times for each task and for the entire project.

e Total slack is the time a job could be postponed without delaying the project
schedule.

e Total slack=LS—ES=LF-EF
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Free slack is the time a task could be postponed without affecting the early start of any job

following it.
Free slack = the earliest ES of all tasks immediately following this one — EF

Example of a completed arrow diagram

. . . - -
b— O kb HEae [ qq"'"
L

Excerpted from Nancy R. Tague’s The Quality Toolbox, Second Edition, ASQ Quality Press,
2004, pages 100-105.

PEST ANALYSIS

Another planning tool utilized by managers is PEST Analysis. PEST analysis stands for
"Political, Economic, Social, and Technological analysis" and describes a framework of
macro-environmental factors used in the environmental scanning component of strategic
management. It is a part of the external analysis when conducting a strategic analysis or
doing market research, and gives an overview of the different macro-environmental factors
that the company has to take into consideration. It is a useful strategic tool for
understanding market growth or decline, business position, potential and direction for

operations.
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There are some new concepts that have ‘jumped out’ in this sub-topic:

ENVIironNmMental SCANNING: .....ooiiiiiiiee ettt e e e e e e e sarr e e e e saae e e e e aaaaeaeas
Strategic MaANAGEMENT: (oo e e et e e e e e,
MaArKet FESEAICI: . .uiii ittt sttt s tee e sate e sbe e e sabeessabaeenes

Macro-enViroNMENTal fACtOIS: . ...ccoiiiiiiiiiiieeee ettt ettt

COMPETITOR ANALYSIS

Some businesses think it is best to get on with their own plans and ignore the competition.
Others become obsessed with tracking the actions of competitors (often using underhand
or illegal methods). Many businesses are happy simply to track the competition, copying
their moves and reacting to changes. Thus, Competitor analysis is an important part of the
strategic planning process

Role of Competitor Analysis in Planning
Competitor analysis has several important roles in strategic planning:

e To help management understand their competitive advantages/disadvantages
relative to competitors

e To generate understanding of competitors’ past, present (and most importantly)
future strategies

e To provide an informed basis to develop strategies to achieve competitive
advantage in the future

e To help forecast the returns that may be made from future investments (e.g. how
will competitors respond to a new product or pricing strategy?

Questions to Ask

What questions should be asked when undertaking competitor analysis? The following is a
useful list to bear in mind:

e Who are our competitors?

¢ What threats do they pose?

e What is the profile of our competitors?

e What are the objectives of our competitors?

e What strategies are our competitors pursuing and how successful are these
strategies?
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e What are the strengths and weaknesses of our competitors?

e How are our competitors likely to respond to any changes to the way we do
business?

Sources of Information for Competitor Analysis

Davidson (1997) describes how the sources of competitor information can be neatly
grouped into three categories:

e Recorded data: this is easily available in published form either internally or
externally. Good examples include competitor annual reports and product
brochures;

e Observable data: this has to be actively sought and often assembled from several
sources. A good example is competitor pricing;

e Opportunistic data: to get hold of this kind of data requires a lot of planning and
organisation. Much of it is “anecdotal”, coming from discussions with suppliers,
customers and, perhaps, previous management of competitors.

The table below lists possible sources of competitor data using Davidson’s (1997)
categorisation:

Recorded Data Observable Data Opportunistic Data

Annual reports and accounts | Pricing/price lists Meetings with suppliers

Press releases Advertising campaigns | Trade shows

Newspaper articles Promotions Sale force meetings

Analysts reports Tenders Seminars/conferences

Regulatory reports Patent applications Discussion with shared distributors
Government reports Social contracts with competitors
Presentations/speeches

SUMMARY
In this topic you would have examined some of the tools and techniques utilized by
managers when they are planning. Some of these include:

<Insert>
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Activity 2.3A — Case Study
Read the following case and answer the question that follows.
A Transformation at Campbell’s Soup

Campbell’s soup company is one of the oldest and best known companies in the
world. However, in recent years Campbell has seen demand for its major products
like condensed soup plummet as customers have switched from high-salt
processed food to healthier low-fat, low-salt varieties. Indeed its condensed soup
business fell by 20 percent between1998 and 2000. By 2001, Campbell’s market
share and profits were falling, and its new CEO Douglas Conant had to decide
what to do to turn around the company and maintain its market position.

Question

If you were in Mr. Douglas’ position, describe what tools and techniques you
would use to organize and analyze this problem.

Record your response in your personal learning journal.
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Planning is a complex and time consuming process which is often overlooked by business
professionals and new entrepreneurs. But without a plan you are bound to fail. You must
first know what your goals are; i.e. where do | want to be in the future. This is your
strategic direction. The next step in the planning process is “how do | get there”. This
requires a list of activities, resources and personnel you need to complete the activities.
Next you need to determine how much time it will take me to complete the tasks.

In the next unit we will explore in more detail how to organize yourself and your business to
better execute the strategic plan and support the creation of the business plan. But before
proceeding to the next unit complete the assignment below and submit it to your
instructor.

UNIT ASSIGNMENT

Assignment 2 — Strategic Plan

In this assignment you are to create a simple strategic plan for your current organization
or for a small business you wish to create. The strategic plan should include:

1. A brief description of the existing or proposed business.
2. AVision Statement.
3. A Mission Statement.

4. At least three strategic goal statements that support the vision and mission
statements.

Once you have completed your strategic plan submit to your instructor for review,
feedback and grading. The instructor will inform you of how and when to submit the
assighment.
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UNIT 3 - ORGANIZING AS A MANAGEMENT FUNCTION

UNIT INTRODUCTION

After planning and identifying the mission and business goals, the next step is to identify

the available resources and select the major activities needed to accomplish the goals. In

this unit, organization of the business will be the focus of the discussion. In one topic area

we will discuss the key elements of organization structure such as span of control, the

factors that affect the formation of structures. In another topic area we shall examine the

different forms of organization structure, like the matrix structure, different bases for

forming departments and lastly organization culture will be discussed.

UNIT OBJECTIVES

At the end of this unit, you should be able to:

1.

Identify and explain the six elements of organization structure.

Explain when specific structural characteristics such as centralisation, span of
management and formalisation should be used within organisations.

Describe the basic forms of organizational structure.
Define departmentalisation and describe the approaches to structural design.

Explain why job specialization is important.

UNIT READINGS

As you complete this unit you are required to read the following chapters/articles:

1.

Carpenter M., Bauer T. and Erdogan B. (2009). Chapter 7 — Organizational Structure
and Change. (e-Book). Available at:
http://www.oercommons.org/courses/principles-of-management/view

Carpenter M., Bauer T. and Erdogan B. (2009). Chapter 8 — Organizational Culture.
(e-Book). Available at: http://www.oercommons.org/courses/principles-of-

management/view

CliffNotes. (nd.). Principles of Management: Homework Help in Management
from CliffNotes. Read the following sections:
a. Creating Organizational Structure. Available at:
http://www.cliffsnotes.com/study guide/Going-from-Planning-to-
Organizing.topicArticleld-8944,articleld-8874.html|
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b. Organizational Design and Structure. Available at:
http://www.cliffsnotes.com/study guide/Organizational-Design-
Defined.topicArticleld-8944,articleld-8879.html
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Toric 3.1 — WHAT ARE ORGANIZING ELEMENTS OF A STRUCTURE

INTRODUCTION

Understanding how an organization is structured will better prepare you to examine the
processes, determine where the power exists within an organization and to better assess
how an organization can be changed for the better. In this topic you are going to learn
about organizing from a management perspective as well as the key elements of an
organizational structure.

OBJECTIVES
Upon completion of this topic you should be able to:

1. State the meaning of organizing.

2. Identify and explain the elements of an organization structure.

WHAT IS ORGANIZING?

Organizing is a management function that is concerned with bringing together the
resources, creating structures and processes that support employees in different
departments to efficiently and effectively work together to achieve a common goal. It
includes determining what tasks are to be done, by whom, and how the tasks are to be
grouped. Organization design refers to the process in which managers develop or change
their organization’s structure. You may be creating new structures in a new business or
changing the existing ones.

ELEMENTS OF A TYPICAL STRUCTURE

Before we can talk about elements let us understand what structures are. Bartol & Martin
(1991:336) view organization structure as the formal pattern of interactions and
coordination designed by management to link the tasks of individuals and groups in
achieving business goals. An organization arranges people and jobs in orderly manner so
that its work can be performed and its goals can be met. When a work group is very small
and face-to-face communication is frequent, formal structure may not be necessary, but in
a larger organization work must be completed through the delegation of tasks to others. To
ensure consistency of work procedures must be established that guide the completion of
the delegated functions. It is these processes that determine the organizational structure.
From this briefing we learn that in structures we shall come across people and the offices
represented by jobs they do in the offices or departments, how is the hierarchy, who are in
management positions.

The next four sections describe the principles that guide managers in designing effective
and efficient organizations.
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Division of Labour or Work Specialization

When explaining work specialization, Robbins & DeCenzo (2001:155) confirm that “it
involves having each discrete step of a job performed by a different individual rather than
having one person complete the whole job”. In this case each person specializes in one
section of a whole task. For example in a textile factory one may specialize in fitting the
buttons while another sews the sleeves only. This results in workers becoming experts in
their specific portion of the work and the organization capitalizes on the diverse skills
workers bring to the job. Specialization helps ensure superior performance and quality.
The manager still has to consider aspects such as boredom when repetitive tasks are done.
One solution to repetitive tasks is to introduce job rotation. This means that the workforce
will eventually become competent in completing more and more of the work. This provides
flexibility in scheduling of the work and allows others to jump in and help when needed.

Chain of Command

Chain of Command refers to a situation in which an employee reports to one superior. It is
argued that in cases whereby an employee is directly reporting to two bosses there can be
conflicting guidance and change in priorities and as a result goals may suffer. To avoid this
situation management there needs to be clear separation of activities and well defined
supervisor responsibilities who oversee the work of a specific team of employees.
Employees must also know who they are responsible to when completing their work.
Robbins & DeCenzo (2001:156)

Span of Control

According to Robbins & DeCenzo (2001:156) span of control refers to the “number of
subordinates a manager (or supervisor) can efficiently and effectively supervise at one
time”. Though there is no definite number it is argued and understandable that the
smaller the span the more effective will the control mechanisms be.

Pride, Hughes & Kapoor (1996:211) state that there are factors that may determine
whether a business uses a wide span of management or a narrow span. Wide span of
management is most appropriate when the workers have a high level of competence, there
is clearly defined standard operating procedures and risk of task failure is low. Whereas
narrow spans are characterized by physical dispersion of subordinates, managers having
additional task, high levels of interaction are required and a high frequency of problems is
predicted. When creating an organization the span of control must defined based on the
above characteristics.
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Delegation

Delegation is about assigning part of a manager’s tasks and decision making authority to
other subordinates. When work is delegated, authority is also delegated. How do you go
about delegating others to do your job? The first step is to assign responsibility to do a
certain task to another. When you assign the completion of another task you also grant the
authority to make decisions about how to complete the job. In some cases only partial
authority may be delegated. For example how the job is done may be delegated, but the
expenditure of funds may be restricted to the originating manager. The last step now is to
create accountability. The person delegated to do a task also accountable for its
completion. That being said total accountability still lies with the manager who is
accountable to his or her superior? Delegate with caution. You would like to assign a
person whom you know will do the job effectively.

Delegation
Process

Manager * Assign Responsibility Workers

® Grant Authority
* Create Accountability

\

Source: Pride, Hughes & Kapoor (1996:209)

Activity 3.1 A — Accountability and Responsibility

Think about an organization or project that you work for now or have worked on in the
past. Ask yourself:

1. Who am | accountable to for my work?
2. What am | accountable for?
3. What type of responsibilities do | have as | complete my work?

4. Am | responsible and accountable for resources, personnel, budget, quality, etc?
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5. How do | differentiate between being responsible for something but not
accountable?

6. Can | be accountable for something, but not responsible for it? Explain

Record your observations in the course journal.

CENTRALIZATION AND DECENTRALIZATION

Centralization means that all decision making is limited to a central authority. It is defined
by Bartol & Martin (1991:352) as the extent to which power and authority are retained at
the top organizational levels. Top levels would include CEOs, CFOs, boards of directors or
very senior managers. In a small business with few employees, all decision making and
authority could be vested in the business owner.

Decentralization is a term that refers to how much decision making authority is pushed
down to lower levels in the organization. Decisions that are often decentralized include:
purchase of goods and services; hiring and firing; professional contracting; management of
work processes and quality. Often the terms of delegation is reflected in policies and rules
and regulations. For example delegation of spending authority may limit the amount
specific levels of managers can spend without seeking the approval of a higher level
manager or decision making body.

Decentralization and centralization form a continuum with many possible degrees of power
and authority in between. They define the culture and management styles within the
company. Bartol & Martin (1991:352) states there are benefits of using centralization and
decentralization to an organization and its people. They state that:

If all major decisions are made at the top levels, it can be easier to keep the activities of
various units and individuals coordinated. Top managers usually have the most experience
and may make better decisions than individuals at lower levels. It promotes strong
leadership because power remains at the top.

Decentralization too has a number of advantages which are described by Bartol & Martin
(1991:352).

It tends to ease the heavy workloads to executives, leaving them more time for major
issues. It enriches lower-level employees’ jobs by offering workers the challenge associated
with being able to make significant decisions affecting their work. It also leads to faster
decision making at the lower levels because most decisions do not have to be referred up
the hierarchy. It leads to the establishment of relatively independent departments.
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Looking at the benefits of each approach Jones & George (2003:313) caution that “top
managers must seek to balance between centralization and decentralization of authority
that best meets the major contingencies an organization faces”.

Owners of a business and their senior managers can create vertical or horizontal structures
for their organization. As an organization grows the decision making process may change
based on the size and location of the business, the type of employees supporting the
business and whether the business is a service provider or product creator.

Activity 3.1 B — Decision Making
Reflect upon your own organization or one that you have worked in.
1. What type of decision making approach do they (or you) use?

2. Would a different decision-making approach be better as the organization
grows?

Explain both and record your response in the personal journal.

DEPARTMENTALIZATION

Pride, et. Al. (1996:207) refers to departmentalization as the process of grouping jobs into
manageable units. Do you remember head of departments in high school or different
faculties in a university? Established units in an organization work together for a common
business goal. They are grouped based on the role that they play in the organization and
the specific skills that their employees provide to the organization, e.g. maintenance,
transport, finance, examinations, research and development and so on.

Activity 3.1 C — Business Structure

Consider three different types of businesses (either in different industries or a service
business, products business and a public agency) and compare and contrast the different
units that each organization contains. Record your response in the personal journal.

Decentralization is often done for different reasons. The most common groupings are by
function, by product, by location and by customer. Let us talk about each of the bases.

Decentralization - By Function

What do you think it entails? Decentralization by function is appropriate when specific
types of jobs or job skills are grouped under one department. Supervision is simplified and
work tasks are easier to assign from a pool of workers with the similar capabilities. Pride et
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al (1996:240) notes that this approach achieves economies of scale by placing people with
common skills and orientation into common units and thereby efficiency is achieved.

Decentralization - By Product

Departmentalization by product refers to the grouping of jobs and activities that are
associated with the design, production, distribution and/or support of a specific product.

As organizations increase in size and diversify, functional departmentalization may not be
very effective in overall product creation. You may think of an organization that produces
or sells different products that different departments would be created but each will be
doing is financing marketing, distribution channels that may differ. As a result there may be
duplication of resources. Managers in this type of organization are given all of the
necessary personnel to fully manage products from start to finish, including follow on
customer support. You will offer here the term “Product Manager”.

Decentralization - By Geography

Organizational decentralization by geography occurs when an organization is serving
clientele coming from different regions or countries. Large corporations often create
country specific companies (e.g. Microsoft — Canada, Microsoft-USA, etc) when they have
grown beyond their ability to service widely dispersed clients located around the globe or
even in different regions using on centralized approach to management. This means
grouping activities according to the defined geographical area in which they are performed
Pride et al (1996:207). This nature of grouping allows the organization to respond readily to
the unique demand or requirements of different clients with different cultures, different
language requirements, different legislation impacting the products and services, etc.

Decentralization - By Customer Type

As companies grow they find that they are serving different types of customers, with
different needs and different types of support requirements. A software company may
provide services to business, government and educational organizations. The software may
not change dramatically, but the needs of each type of customer and how they use the
software may be different. In other companies they be providing different products to
different types of clients. For example General Electric supports customers in the financial
sector, aerospace, energy, etc. They have clearly defined divisions that support each of
these customer types.

Decentralization — Combination

When a company gets very large it may find a need to employ two or more types of
organizational structures. For example Apple employs a variety of different approaches.
For example they are dispersed geographically. Apple Canada, Apple USA, Apple Europe. In
each of the country specific companies they are also decentralized by customer type:
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Education, Business, Government, Higher Education. In addition, they retain a Products
organizational structure in their corporate environment with different divisions responsible
for the design and distribution of MACs, iPods, iPads, etc.

The type of structure that you will use as you grow your business will depend on the type of
business you are establishing and the customer base you are targeting. As you grow you
business you find a need to decentralize using one or more of the above structuring
options.

SUMMARY

In this topic organization as a management function was defined as that process of
arranging work and resources so that planned goals can be achieved. It is done through
determining organizational structure. The elements of organization structure are chain of
command, specialization, decentralization, span of control, decentralization, centralization
and departmentalization.
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INTRODUCTION

We have been discussing different ways of structuring an organization. In this topic we will
explore some additional forms of organization structures including bureaucratic, organic
and matrix. What variables affect the type of organizational structure, such as strategy, size,
environment and technology, will also be discussed.

OBIJECTIVES
Upon completion of this topic you should be able to:

1. Differentiate between the three forms of an organization structure.

2. Explain how different variables affect the organization structure.

OVERVIEW

By now we are beginning to visualize how an organizational structure is impacted by
different business goals and other related business variables. The desire to embrace a
centralized vs. decentralized approach is impacted by other variables. These different
variables can be grouped by: bureaucratic, organic and/or matrix. These organizational
methods may also impact your decision to centralize or decentralize your operation.

THE BUREAUCRATIC STRUCTURE

Pride et.al. (1996:215) described a bureaucratic structure as management system based on
a formal framework of hierarchical authority that is carefully outlined and precisely defined
in rules and regulations. They continue to outline the major characteristics that distinguish
bureaucratic structure as having

e High level of job specialization.

e Departmentalization by function.

e Formal patterns of delegation.

e Ahigh degree of centralization.

e Narrow span of management, creating tall organizations.
o Difficult to change the organizational structure.

Typical examples of organizations denoting this structure may be government offices or
higher education institutions they are characterized by vertical and centralized decision
making and red tape. However, there are drawbacks as a bureaucracy system is not able to
adjust quickly to changes. Bureaucratic structures are risk adverse and not responsive to a
growing and changing business environment.

THE ORGANIC STRUCTURE
The organic structure is defined by Pride et al (1996:217) as a management system founded
on cooperation and knowledge-based authority. It is less formal and provides more
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flexibility than the bureaucratic structure. The organic structures have these
characteristics:

o Low level of job specialization.

e Departmentalization by product, location, or customer.

e Informal patterns of delegation.

e A high degree of decentralization.

e Wide spans of management, resulting in a flat organization.
e Organizational structure can be modified quickly.

Structures of this nature tend to be more effective in unpredictable or changing business
environments, because they allow monitoring of the environment and will react quickly to
potential risks. Employees are able to work together as a team without observing strict
lines of authority when situations require it. Pride et al (1996) views organic forms of
organizations as ways of creating self-managed teams and informal network s that allows
the organization to be more responsive and adaptable in today's rapidly changing world.
These forms also cultivate empowerment among employees, much more than the
hierarchical, rigidly structured organizations of the past.

THE MATRIX STRUCTURE

According to Pride et al (1996:217) the matrix structure combines both vertical and
horizontal lines of authority by superimposing product departmentalization on a
functionally hierarchical organization. As illustrated in the figure below, an distance
learning company employing a matrix approach to their projects results in authority flowing
both down and across. This creates a situation whereby an employee reports to two

superiors.
President
Team Members Instructional Multimedia Course Document
Assigned to Projects Nl Dot Production Management Production
By Dept Managers g P Dept. Dept. Dept.
’““’“‘T‘:"“"l"‘"'“ N— Multimedia Course Desktop
e slgne Technician Manager Publisher
Project Manager +
, Multimedia Course Desktop
In“rualonal DQSIgner R
Design
Team 2
Project
Manager + Designer
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The matrix organization is specifically useful for project based organizations. Project teams
can be constituted quickly and when the work is done the employees report back to their
home department. The benefits derived from this system include:

¢ Increased flexibility and responsiveness.

e Job variety for employees.

e Maximizes the resources and personnel available to the company.

e  Minimizes the number of personnel required to complete the work.

e Can add or remove people from projects based on the work to be done.
But there are some disadvantages to this system.

e Hierarchical managers (e.g. Instructional Design Manager) often have difficulty
judging the quality of the work of their employees.

e Communications sometimes breaks down.

e You need solid project/implementation plans that clearly describe the role of each
team member.

e Employees can receive conflicting instructions from the different managers.

¢ Individuals can be committed to multiple projects at the same time, thus causing
role confusion.

Let us now look at the factors that affect structure of an organization.

Activity 3.2 A — Business Structure

Think about an organization or project that you work for now or have worked on in the
past and describe its business structure. Ask yourself is the organization structured in the
most appropriate way? Explain.

Record your observations in the course journal.

VARIABLES AFFECTING STRUCTURE

As our organizations grow there are other variables/structuring options that you should
consider. These additional variables can be grouped based on being either a mechanistic
and organic organization.
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Mechanistic Organization

A mechanistic organization is explained by Robbins & DeCenzo (2001: 166) as a structure
that combines many of the elements of a structure we described earlier. For example an
organization that adheres to the chain of command principles will ensure the existence of a
formal hierarchy of authority, its span of control is small thus creating impersonal and
bureaucratic structures, and rules and regulations guide the day to day operation and thus
would be considered mechanistic. All in all this type of structure requires considerable
specialization, formalization and centralized it is bureaucratic in nature denoting rigidity.

Organic Organization

An organic organization is the direct opposite of a mechanistic organization. Before we
discuss organic, can you ponder a bit of how such organizations structure look alike.
Attempt the activity before you proceed to description below

Robbins (200:247) described an organic structure as flat; that uses teams to cut across
functional departments and hierarchy levels, has a little formalization, uses lateral and
upwards communication as well as downward, and involves all employees in decision
making. The structure is highly flexible giving room for rapid changes as the needs dictate.

The elements of any organization are included in an organic organization, but are
implemented and managed in a different way. For example specialization is there but jobs
are not standardized through formal job descriptions. Employees are highly trained and
empowered to make job related decisions. Team work is emphasized and networking/idea
sharing is encouraged. The essence is that in this organization employees require fewer
rules and regulations, and less direct supervision to guide them. Their training,
empowerment, networking and team spirit make the need for formalization and tight
control not necessary.

Let us now look at the contingency variables that affect organization structure. These are
strategy, size, technology and environment.

Strategy

The vision and mission of an organization helps establish its strategic direction. From the
vision and mission flow strategic goals and multi-year business objectives that guide the
implementation and growth of the organization. Assessment of the strategies results in an
initial structure for the organization and its management team. As the organization
implements its strategies circumstances may change or new opportunities may arise that
causes a change in the strategies. Changes in the strategies often result in changes in the
organizational structure and reporting relationships of departments and managers.
Remember organizations are not cast in concrete.

Size
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As organizations grow there is often a need to adjust the organizational structure. A small
start-up company may embrace a centralized approach. But as the organization grows the
structure may be adjusted based on the different variables. Large organizations with a
large workforce will require a clear division of labour, horizontal and vertical differentiation,
more rules, regulations and procedures than would small organizations.

Technology

Joan Woodward (as quoted in Robbins, 2000) found that the effectiveness of an
organization related to the “fit” between technology and its structure. The more simplistic
the organization’s technology and technology infrastructure, the more standardized the
structure can be. According to Robbins, (2000:250) “routine tasks are associated with taller
and more departmentalized structures”. There was also a strong relationship between
technology and formalization and structure. Studies revealed technology based
organizations were often associated with the presence of rule manuals, job descriptions,
and other formalized documentation”.

Environment

Environmental variables are forces outside the organization that impact on its performance.
If the environment is uncertain, the organization is affected. Robbin and DeCenzo
(2003:168) argue that mechanistic organizations are most effective in stable environments
as they tend to be ill equipped to respond to rapid environment changes while organic
organizations are best matched with dynamic and uncertain environments. A stable
environment would include: few if any changes to rules and regulations; consistent
management decisions; few if any changes to the workforce and assigned work; etc.

Activity 3.2 B — Business Structure - Variables

In Activity 3.2 A you described a business structure that you were familiar with. Using the
same structure describe the variables that impact on the structure. Are there ways to
make it more efficient and effective? Explain.

Record your observations in the course journal.

SUMMARY

Ideally the strategic goals and objectives determine structure, as strategies change
structural modifications may be necessary. Size also affects structure and technology has a
way of affecting a structure whether it is routine or non-routine. Stable environments fit
well with mechanistic organization and dynamic ones match well with organic organization.
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In this topic three forms of organization structure were explored. The approaches and
models that can be applied to an organization’s design were compared and the variables
that affect the organization structure were discussed.
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After planning activities have been completed, the next managerial task is to organize. This
unit was concerned with the organizing tasks that managers have to perform. This is
achieved by establishing the structure of working relationship among employees, hence
why we talked about the elements of organization structure in this section. Tall and flat
structures and the determining factors that force organization structure to be that way and
looked at the difference between centralization and decentralization as well as delegation
of authority. Various bases of departmentalization were looked. We also talked about
mechanistic and organic structures and the contingency variables that affect structure such
as strategy, size, technology and environment.

UNIT ASSIGNMENT

Assignment

Once you have completed the readings and activities in this unit you should complete the
following assignment.

Objective: Upon completion of this assignment you will be able:

1. Produce an organizational structure for a business you are currently operating or plan to
operate.

2. ldentify and justify the potential changes in the organizational structure as it grows over
its first five years.

Tasks: Complete the following activities based on the timeline provided by your instructor.

1. Briefly describe your current business (or place of employment) or the business you
wish to start in the near future.

2. Provide a description and diagram of how your current business is structured. Or.
Create a diagram of your proposed business structure during its first year of operation.

3. Justify the structure using the structural variables and models described in this unit.

4. Think five years in the future as your business grows. What do you expect will change in
your structure? Will you be embracing a new structural model?

5. Justify the changes in your future organizational structure.

6. Produce a paper addressing 1 through 5. Ensure it includes appropriate diagrams and
references to support your current and future structural organization.

Submission: When you have finished your business structuring report submit it to your
instructor for review, feedback and grading.
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UNIT 4 - DIRECTING AS A MANAGEMENT FUNCTION

UNIT INTRODUCTION

Directing means giving instructions, guiding, counselling, motivating and leading employees

in an organisation to complete the work in accordance with plans. Directing is a key

function to be performed by the manager along with planning, organising, and controlling.
From top executives to first level supervisors, they all perform the function of directing. It

takes place accordingly wherever superior — subordinate relations exist. Directing is a
continuous process initiated at top level and flows to the bottom through organisational

hierarchy

UNIT OBJECTIVES

At the end of this unit, you should be able to:

1. Describe the principals and best practices of directing.

2. Describe the process of directing.

3. Explain the role of the supervisor as a person directing others.
4. Examine leadership and its impact on the directing function.
5. Direct the activities of others.

UNIT READINGS

As you complete this unit you should read the following chapters/articles:

1. Carpenter M., Bauer T. and Erdogan B. (2009). Principles of Management. (e-
Book). Available at: http://www.oercommons.org/courses/principles-of-
management/view . Read the following chapters:

a. Chapter 10 — Leading People and Organizations.
b. Chapter 11 — Decision Making.
c. Chapter 13 — Managing Groups and Teams.
2. CliffNotes. (nd.). Principles of Management: Homework Help in Management

Principles of Management

from CliffNotes. Read the following sections:

a. Leadership and Management. Available at:
http://www.cliffsnotes.com/study guide/Leadership-
Defined.topicArticleld-8944,articleld-8913.html.

b. Control: The Linking Function. Available at:
http://www.cliffsnotes.com/study guide/Organizational-Control-
Objectives.topicArticleld-8944,articleld-8924.html.
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Toric 4.1 — OVERVIEW OF DIRECTING

INTRODUCTION

Directing workers to complete a set of assigned tasks requires a wide variety of skills,
knowledge and abilities. Directing is about effective communications, leadership,
motivating others, respect and setting the example. During this topic we will explore the
underlying concepts that all managers need to understand when supervising or directing
others.

OBJECTIVES
Upon completion of this topic you should be able to:

1. Describe the principles of directing.

2. Examine why managers must employ effective methods for directing their
employees.

3. Describe different approaches to directing employees.

WHAT IS DIRECTING?

Directing is said to be a process in which the managers instruct, guide and oversee the
performance of the workers to achieve predetermined goals. Directing is said to be the
heart of management process. Planning, organizing, staffing have got no importance if
direction function does not take place.

Directing initiates action and it is from here actual work starts. Direction is said to be
consisting of human factors. In simple words, it can be described as providing guidance to
workers is doing work. In field of management, direction is said to be all those activities
which are designed to encourage the subordinates to work effectively and efficiently.
According to Human, “Directing consists of process or technique by which instruction can
be issued and operations can be carried out as originally planned” Therefore, Directing is
the function of guiding, inspiring, overseeing and instructing people towards
accomplishment of organizational goals.

CHARACTERISTICS OF DIRECTING
Direction has got following characteristics:

1. Pervasive Function - Directing is required at all levels of organization. Every
manager provides guidance and inspiration to his subordinates.

2. Continuous Activity - Direction is an on-going activity as it continuous throughout
the life of organization.

3. Human Factor — The directing function is related to subordinates and therefore it
has impact on the human factor. Since the human factor is complex and behaviour
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is unpredictable, the direction function becomes important. You must employ
motivating and engaging management techniques to guide the workforce.

4. Creative Activity — The direction function helps convert plans into performance.
Without this function, people become inactive and physical resources are
meaningless. The art of directing must result in creative and engaged employees.

5. Executive Function — The directing function is carried out by all managers and
executives at all levels throughout the working of an enterprise, a subordinate
receive instructions from his superior only. The approach to directing must be
consistent throughout the management hierarchy.

6. Delegate Function - Direction is supposed to be a function dealing with human
beings. Human behaviour is unpredictable by nature and conditioning the people’s
behaviour towards the goals of the enterprise is what the executive does in this
function. Therefore, managers must be sensitive to human behaviour and respond
accordingly.

Direction initiates actions to get the desired results in an organisation. Direction attempts
to help managers maximize the potential of employees by identifying their capabilities.
Direction requires mastery of the skills and knowledge of supervision, motivation,
leadership and communications.

Directing ensures that every employee work towards defined organisational and business
goals. The use of coping strategies in response to changes in organisation is possible
through effective direction. Stability and balance can be achieved through directing.

COMPONENTS OF DIRECTING

Directing requires managers to become competent in a number of different topics. They
need to master the skills and knowledge of different management topics. They must
demonstrate ability to apply strategies that result in employees being able to execute the
direction provided by the manager. The components of directing that must managers
should master include:

1. Supervision — requires the ability to guide and direct the efforts of employees and
other resources to accomplish stated work output. Supervision is an element of
direction and is an overarching competency that requires managers to become
competent in: training, direction, motivation, coordination, and maintenance of
discipline, communications, interpretation of rules and regulations and others.

2. Motivation - Motivation is the complex force of starting, guiding and keeping a
person at work in an organisation satisfied with his or her role and the direction
they are being provided. Motivation is something that moves the person to action,
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and continues him in the course of action already initiates. We will explore more
about motivation later in the course.

3. Leadership - Leadership is essentially a continuous process of influencing
behaviour. A leader breathes life into the group and motivates them to move
towards goals. A leader generates a vision and encourages others to support that
vision. The lukewarm desires for achievement are transformed into burning
passion for accomplishment. A successful organisation has one major attribute that
sets it apart from an unsuccessful organisation and that is often dynamic and
effective leadership.

4. Communication - Communication is the transfer of information from one person to
another person. It is a way of reaching others by transmitting ideas, facts, thoughts,
feeling sand values. Effective communications is regarded as basic to the
functioning of the organisation. Without effective communications the
organization will have difficulty moving towards its desired goals. Managers must
employ clear communications. The message they send must be the same message
that is received. Communications must be delivered in a way that ensures
employee understanding and motivation to complete the tasks communicated.

METHODS OF DIRECTING

The methods of directing will vary based on the structure of the organization, the
personality of the supervisor/manager, the culture of the organization, the type or work to
be completed and the ability of the workforce to execute the plan based on the direction
given. Some typical methods of directing include:

1. Direct Supervision — This type of directing requires managers/supervisors to
provide step-by-step directions and then to oversee the completion of each step.
On site supervision and feedback is required. Often this type of direct supervision
is required when you have an unskilled or inexperienced workforce or when the
work has a health and safety issue.

2. Hierarchical Direction — The manager/supervisor is responsible for the work of the
others. He or she allocates the work, provides instruction on how to complete the
work and regularly monitors work progress and quality.

3. Shared Decision Making — The supervisor/manager seeks input into what is needed
and how the work should be done. He or she relies on the skills and experience of
their workforce to accomplish the tasks. Once all agree, then direction is provided
by the manager and the work is accomplished as a team.
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Activity 4.1 A — Type of Direction

Think about an organization or project that you work for now or have worked on in the
past and describe the methods that the managers and supervisors use to direct the
planned work. Could they employ a different form of directing or is the one they currently
use appropriate and effective? Explain.

Record your observations in the course journal.

Other methods of supervision (and leadership) will be discussed later in the course.

SUMMARY

Many businesses fail for three reasons: poor planning; insufficient funding; and ineffective
management or leadership. The ability to direct using appropriate methods is an important
part of managing any business. Entrepreneurs and novice managers must learn to employ
the directing strategies and methods that are appropriate for the situation and workforce.
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Toric 4.2 — SUPERVISION AS A MANAGEMENT FUNCTION

INTRODUCTION

Supervision is the activity carried out by supervisors to oversee the productivity and
progress of employees who report directly to the supervisors. For example, chief executive
officers supervise those who report directly to the chief executives, middle-managers
supervise first-level supervisors, and first-level supervisors supervise entry-level employees.
Supervision is a management activity and supervisors typically are considered to have a
management role in the organization.

OBIJECTIVES
Upon completion of this topic you should be able to:

1. Determine what type of characteristics make a good supervisor.
2. Describe the different roles of a supervisor.

3. Employ appropriate strategies to direct employees in the completion of their work.

WHAT IS A SUPERVISOR?

A supervisor holds a job position that can vary tremendously from organization to
organization. In most organizations the supervisor’s job is to oversee the actual work
completed by subordinates, train new employees in their jobs, give performance reviews,
and create work schedules.

Supervision is the responsibility of all levels of management, from the CEO to the first line
supervisor. Each type of manager has subordinates who directly report to them. The CEO
has his or her vice-presidents, the VPs have their directors, and so and so on. They
supervise and evaluate the work of these subordinates.

ROLE OF A SUPERVISOR
A supervisor plays multiple roles at one time like -

1. As aPlanner - A supervisor has to plan the daily work schedules in the factory. At
the same time he has to divide the work to various workers according to their
abilities.

2. AsaManager - It is righty said that a supervisor is a part of the management team
of an enterprise. He is, in fact, an operative manager.

3. Asa Guide and Leader - A factory supervisor leads the workers by guiding them the
way of perform their daily tasks. In fact, he plays a role of an inspirer by telling
them.
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As a Mediator - A Supervisor is called a linking pin between management and
workers. He is the spokesperson of management as well as worker.

As an Inspector - An important role of supervisor is to enforce discipline in the
factory. For this, the work includes checking progress of work against the time
schedule, recording the work performances at regular intervals and reporting the
deviations if any from those. He can also frame rules and regulations which have to
be followed by workers during their work.

As a Counsellor - A supervisor plays the role of a counsellor to the worker’s
problem. He has to perform this role in order to build good relations and co-
operation from workers. This can be done not only by listening to the grievances but
also handling the grievances and satisfying the workers.

Therefore, we can say that effective and efficient supervision helps in serving better work

performance, building good human relations, creating a congenial and co-operative

environment. This all helps in increasing productivity.

CHARACTERISTICS OF AN EFFECTIVE SUPERVISOR
Eugene Jennings of Michigan State University (as quoted in Colter, 1986) conducted a study

of 2700 supervisors selected as most effective by both top management of their companies

and by the people who worked under them. These supervisors also met effectiveness

criteria in terms of department productivity, absentee rate, and employee turnover.

Traits and Behaviors (in order of priority)

1.

Gives clear work instructions: communicates well in general, keeps others
informed.

Praises others when they deserve it: understands importance of recognition; looks
for opportunities to build the esteem of others.

Willing to take time to listen: aware of value of listening both for building
cooperative relationships avoiding tension and grievances.

Cool and calm most of the time: maintains self-control, doesn't lose her/his temper;
can be counted on to behave maturely and appropriately.

Confident and self-assured.

Appropriate technical knowledge of the work being supervised; uses it to coach,
teach and evaluate rather than getting involved in doing the work itself.

Understands the group's problems as demonstrated by attentive listening and
honestly trying to project her/himself into their situation.

Principles of Management



8. Gains the group's respect, through personal honesty: doesn't try to appear more
knowledgeable than is true, not afraid to say, "l don't know" or "l made a mistake."

9. Fair to everyone; in work assignments, consistent enforcement of policies and
procedures; avoids favoritism.

10. Demands good work from everyone: maintains consistent standards of
performance; doesn't expect group to "take up the slack" from a low-performing
worker; enforces work discipline.

11. Gains the people's trust: willing to represent the group to higher management,
regardless of agreement or disagreement with them.

12. Goes to bat for the group: will work for best and fair interests of the work group;
loyalty to both higher management and the work group.

13. Humble, "not stuck up"; remembers that s/he's simply a person with a different job
to do than the workers s/he supervises.

14. Easy to talk to: demonstrates a desire to understand without shutting off feedback
through scolding, judging, moralizing.

BEST PRACTICES TO USE WHEN DIRECTING
Sidenfield (2009) identified eight traits of the best managers. These eight traits could also
be considered the best practices for directing employees. They are:

1. The ability to do it now. At least 80% of the things coming over the desks of most
managers can and should be handled immediately. Effective managers toss it into
the round file if it's not useful, delegate it if appropriate, or do it themselves, as
soon as possible, if necessary. Indecision and unwillingness to take calculated risks
and fast, reasoned action are traits sure to block the career advancement of
managers, and a tendency to procrastinate can be a managers career advancement
death knell. Indecision and procrastination are the biggest thieves of time and
among the most serious impediments to successful managerial functioning.

2. The ability to delegate effectively. This is not easy for most managers, who want to
do what they can do well. Many managers, especially early in their managerial
careers, are more comfortable doing than they are managing especially since they
were usually promoted up through the ranks because they were competent at their
jobs. The effective manager sees that he/she has qualified people and selects an
appropriate one for a given responsibility, delegates with clarity to ensure
understanding, and follows up with regular progress reports, to make sure the
intended results are achieved. Delegation must not be seen by employees as simply
having an undesirable task dumped on them. The best managers use delegation
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both as a way to save his/her own time for other uses and as an invaluable tool for
upgrading the skills of employees.

Willingness to expend time and effort encouraging employees. Supporting
subordinates is at the heart of managerial effectiveness. Yet, many managers find
themselves too busy. Evidencing concern for employees and encouraging,
reinforcing, and showing appreciation for their efforts is a managers most
important function. Successful and effective managers know that they can only
succeed when their employees succeed and that their own performance rating will
be based on how well his/her work unit performs so a well, trained highly
motivated set of employees is the requisite for success as a manager. Effective
managers also recognize that a well motivated work force is a whole lot more fun
to be around than one that simply gets things done because theyre supposed to.

The ability to prioritize tasks. Effective managers avoid being trapped by trivia.
They struggle against perfectionist tendencies that can draw them into expending
time on unimportant matters. They can distinguish between tasks that are truly
important to getting the job done and those that are merely urgent. They organize
their work so that they are not constantly putting out fires, but concentrate on
achieving the most important mission goals. The key to effective prioritizing is the
ability to organize and to make decisions and always keeping the big picture in
mind. Planning on a daily basis and establishing priorities for the day is the
universally accepted practice of the best managers.

Refusal to waste time on impossible tasks or spilt milk. Effective managers admit
defeat when necessary and move on. They are future-oriented and waste no time
regretting or rationalizing. Learning from mistakes is important; agonizing over
them is wasteful and destructive.

Acceptance of limitations on relationships with employees. Effective managers
recognize the need for a kind of formality in relation to employees and the
impossibility of being buddies with them. They accept the increased loneliness
inherent in a manager's position. They know that even having the appearance of
being closer to one employee than to others, e.g. by socializing with them outside
of business hours, or having lunch with the same employee every day, brings
incrimination. The suspicion of having a pet is a morale buster. Group disintegration
is a real possibility when there develops an in-group of people the boss spends time
with and an out-group whose members feel they are being neglected.

Strict adherence to policies of fairness. In reviewing and assessing employees'
performance, in considering the assignment of tasks, in administering discipline and
in all other matters, the effective manager bases his/her judgment on objective
observation and is totally impartial and scrupulously fair. In order to achieve such
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fairness the manager must be capable of objectively assessing performance and
that means having objective, quantifiable data about each employees performance.

8. Commitment to strong team membership. Being committed to their roles as
members of the team, effective managers listen carefully and respectfully to their
teammates, contribute ideas as often as possible, take pride in the organization and
support their teammates' efforts in every way possible. At the same time as
effective managers help to create a strong sense of team-play within their own
work groups, they also actively involve themselves as team players in the larger
organization.

SUMMARY

Everyone has strengths and weaknesses. The aim as a supervisor is to identify them, build
upon your strengths and gain experience and expertise in your weaknesses. Supervision of
work is one of the key aspects of management. Positive and constructive supervision
should result in a more positive workforce that works to its potential. An autocratic
approach to supervision may result in low employee morale and poor quality workmanship.
Understanding yourself and your approach to supervision is key to a successful work
experience and workplace.

Activity 4.2 A — Personal Assessment
Ask yourself:

1. What type of supervisor am | and what impact do | have on my peers and
subordinates?

2. What are my strengths and what are my weaknesses?
3. How can | become a better supervisor?

Once you have explored the three questions make a plan to improve upon your
performance as a supervisor or potential supervisor.

Record your observations in the course journal.

Principles of Management Page | 85



VUSC

Toric 4.3 — MOTIVATION AS A MANAGEMENT FUNCTION

INTRODUCTION

Motivation is the word derived from the word ‘'motive’ which means needs, desires, wants
or drives within the individuals. It is the process of stimulating people to actions to
accomplish the goals. In the work goal context the psychological factors stimulating the
people’s behaviour can be: desire for money; success; recognition; job-satisfaction; team
work; or other personal reasons. In this topic we will briefly explore why motivation in the
workplace is important and what incentives a manager can use to motivate his or her

workforce.

OBJECTIVES
Upon completion of this topic you should be able to:

1. Discuss what motivates or demotivates an employee.
2. Describe the importance of motivation in the workplace.

3. Examine strategies that can assist in motivating workers.

IMPORTANCE OF MOTIVATION
Motivation is a very important for an organization because of the following benefits it
provides:

1. Puts human resources into action. Every concern requires physical, financial and
human resources to accomplish the goals. It is through motivation that the human
resources can be utilized by making full use of it. This can be done by building
willingness in employees to work. This will help the enterprise in securing best
possible utilization of resources.

2. Improves level of efficiency of employees. The level of a subordinate or a
employee does not only depend upon his qualifications and abilities. For getting
best of his work performance, the gap between ability and willingness has to be
filled which helps in improving the level of performance of subordinates. This will
result into-

3. Increase in productivity, reducing cost of operations, and Improving overall
efficiency.

4. Leads to achievement of organizational goals. The goals of an enterprise can be
achieved only when the following factors take place :-

e There is best possible utilization of resources,

e There is a co-operative work environment,
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¢ The employees are goal-directed and they act in a purposive manner,

e Goals can be achieved if co-ordination and co-operation takes place
simultaneously which can be effectively done through motivation.

e Builds friendly relationships.

5. Motivation is an important factor which brings employees satisfaction. This can
be done by keeping into mind and framing an incentive plan for the benefit of the
employees. This could initiate the following things:

¢ Monetary and non-monetary incentives,
e Promotion opportunities for employees,
¢ Disincentives for inefficient employees.

In order to build a cordial, friendly atmosphere in a concern, the above steps should
be taken by a manager. This would help in:

e Effective co-operation which brings stability,
¢ Industrial dispute and unrest in employees will reduce,

e The employees will be adaptable to the changes and there will be no
resistance to the change,

e This will help in providing a smooth and sound concern in which individual
interests will coincide with the organizational interests, and

e This will result in profit maximization through increased productivity.

6. Leads to stability of the work force. Stability within a work force is very important
from the point of view of reputation and goodwill. Employees can remain loyal to
the enterprise only when they have a feeling of participation in the management of
their work. The skills and efficiency of employees will always be of advantage to
employees as well as employees. This will lead to a good public image in the market
which will attract competent and qualified people into a concern. As it is said, “Old
is gold” which suffices with the role of motivation here, the older the people, more
the experience and their adjustment into a concern which can be of benefit to the

enterprise.
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RECOGNIZING UNMOTIVATED EMPLOYEES

Motivation is one of the key ingredients of business success, even in the current economic
crisis, where fears of lay-offs, company closures and downsizing are affecting staff morale.
Recognizing these effects on staff morale and motivation early will help managers craft
appropriate strategies to address and increase morale, motivation and thus productivity.
The key indicators of low morale and lack of motivation towards the job includes the
following:

1. Absenteeism - Raising rates of absenteeism signals an increase in members of your
staff becoming more unmotivated. In an economic crisis, it could also signal some
members of staff, are looking for a better position elsewhere.

2. Time Wasting - Staff taking longer breaks, talking about matters not relating to
work, telephoning friends and even surfing the internet during working hours, are
signs that interest in their job is waning.

3. Gossiping, and Rumor Mongering - The worst de-motivational effects are active
gossiping, and rumor mongering inside the working environment. This is a major
de-stabilizing effect on how staff work, and often leads to open conflict within staff
members. ldentifying the gossips, and rumor mongers, then assessing their reasons
to resorting to this behavior, could identify the reason behind this behavior.

4. Bucking the System - Making expense claims for unrelated items, using the
company car for personal reasons, and "borrowing" office equipment for personal
use. Are just some of the signs of "bucking the system." signs that could return to
open resentment if you allow this trend to continue, then suddenly attempt to stop
these smaller abuses of the system.

5. Challenging of Policy - In the natural business cycle, rigid company policies often
become outdated, rather than change with the natural flow of the business cycle.
Often company policies are challenged, if your staff is becoming dissatisfied or
unmotivated. This may or may not be the fault of the organizations system, but in
the short term, challenging policy without the opportunity of discussing ways to
change it, leave employees more dissatisfied, and more liable to either leave or
even disrupt the general working environment.

6. Bureaucracy - In an active working environment, bureaucracy can be perceived as a
meaningless or time wasting task. If a Company increases its bureaucracy at the
expense of active working tasks, then it can lead to a decrease in productivity, and
de- motivate employees. Excessive bureaucracy could lead to a de-motivated,
resentful workforce that produces eternally instead of externally, leading to less
productivity. Often more bureaucratically minded employees excel in this
environment, at the expense of more active employees.
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Learn to recognize these morale indicators and address them as soon as you realize itisa a
problem. Don’t wait do it sooner than later. The next section discusses some potential
incentives that may help increase employee motivation.

Activity 4.3 A — What Motivates You?

Describe what motivates you. Consider things in your workplace that de-motivates you
and why.

Record your observations in the course journal.

INCENTIVES

Incentives are an act or promise for greater action or increased productivity. It is also called
as a stimulus to greater action. Incentives are something which is given in addition to wages
and benefits. It sometimes means additional remuneration or benefit to an employee in
recognition of an achievement or better work. Incentives provide a spur or zeal in the
employees for better performance. The hope for a reward is a powerful incentive to
motivate employees but monetary incentives may not always address the base issue
impacting employee morale.

Besides monetary incentive, there are some other stimuli which can drive a person to do
better in their job. This may include job satisfaction, job security, job promotion, and pride
of an accomplishment. The need of incentives can be many:

e Toincrease productivity,

e Todrive or arouse a stimulus work,

e To enhance commitment in work performance,

e To psychologically satisfy a person which leads to job satisfaction,
e To shape the behavior or outlook of subordinate towards work,

e Toinculcate zeal and enthusiasm towards work, or

e To get the maximum of their capabilities so that they are exploited and utilized
maximally.

To address these different forms of motivation management must consider the following
two categories of incentives to motivate employees:
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Monetary Incentives

Those incentives which satisfy the subordinates by providing them rewards in terms of
rupees. Money has been recognized as a chief source of satisfying the needs of people.
Money is also helpful to satisfy the social needs by possessing various material items.
Therefore, money not only satisfies psychological needs but also the security and social
needs. Therefore, in many factories, various wage plans and bonus schemes are introduced
to motivate and stimulate the people to work.

Non-Monetary Incentives

Besides the monetary incentives, there are certain non-financial incentives which can
satisfy the ego and self- actualization needs of employees. The incentives which cannot be
measured in terms of money are under the category of “Non- monetary incentives”.
Whenever a manager has to satisfy the psychological needs of the subordinates, he makes
use of non-financial incentives. Non- financial incentives can be of the following types:

1. Security of service- Job security is an incentive which provides great motivation to
employees. If his job is secured, he will put maximum efforts to achieve the
objectives of the enterprise. This also helps since he is very far off from mental
tension and he can give his best to the enterprise.

2. Praise or recognition- The praise or recognition is another non- financial incentive
which satisfies the ego needs of the employees. Sometimes praise becomes more
effective than any other incentive. The employees will respond more to praise and
try to give the best of their abilities to a concern.

3. Suggestion scheme- The organization should look forward to taking suggestions
and inviting suggestion schemes from the subordinates. This inculcates a spirit of
participation in the employees. This can be done by publishing various articles
written by employees to improve the work environment which can be published in
various magazines of the company. This also is helpful to motivate the employees
to feel important and they can also be in search for innovative methods which can
be applied for better work methods. This ultimately helps in growing a concern and
adapting new methods of operations.

4. Job enrichment- Job enrichment is another non- monetary incentive in which the
job of a worker can be enriched. This can be done by increasing his responsibilities,
giving him an important designation, increasing the content and nature of the work.
This way efficient worker can get challenging jobs in which they can prove their
worth. This also helps in the greatest motivation of the efficient employees.

5. Promotion opportunities- Promotion is an effective tool to increase the spirit to
work in a concern. If the employees are provided opportunities for the
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advancement and growth, they feel satisfied and contented and they become more
committed to the organization.

6. Ability to control their job — Often employees are the best people to determine
how and when to complete the tasks assigned to them. Give them a goal and a
deadline and let the employees decide how to accomplish the goal in the time
allotted.

The above non- financial tools can be framed effectively by giving due concentration to the
role of employees. A combination of financial and non- financial incentives help together in
bringing motivation and zeal to work in a concern.

POSITIVE INCENTIVES

Positive incentives are those incentives which provide a positive assurance for fulfilling the
needs and wants. Positive incentives generally have an optimistic attitude behind and they
are generally given to satisfy the psychological requirements of employees. For example-
promotion, praise, recognition, perks and allowances, etc. It is positive by nature.

NEGATIVE INCENTIVES

Negative incentives are those whose purpose is to correct the mistakes or defaults of
employees. The purpose is to rectify mistakes in order to get effective results. Negative
incentive is generally resorted to when positive incentive does not work and a psychological
set back has to be given to employees. It is negative by nature. For example- demotion,
transfer, fines, penalties.

Activity 4.3 B — Incentives

Think about your current workplace and its workforce. What incentives work in this
environment? Which ones don’t work? Explain why.

Record your observations in the course journal.

CHALLENGES FACING LEADERSHIP

One of the common challenges facing leadership today involves motivating and retaining
employees. Unmotivated employees lowers productivity and if there is high rate of staff
turnover lowers productivity as resources are spend over repetitive tasks of training newly
employed employees.

In order to overcome the leadership challenges Cyprus (2003) argues that managers and
supervisors must focus on teambuilding, as a coherent, informed team is more prepared to
work together to solve their work problems than a divided team and by so doing they
empower each other.
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Leaders and manages are also faced with the challenge of information overload. As Pride,
Hughes & Kapoor (1996:174) put is that that today’s managers are trapped in an Infobog
which they refer to as a new term coined to describe information overload. This is
attributed to the fact that it is now easy to access information unlike in the past because
everyone has the necessary resources to access information that is available world-wide.
That is why in many government offices services offered on the internet such and
Facebook, twitter are blocked because a lot of organization time is wasted on the
invaluable information offered there.

SUMMARY

Incentives in fact can have a positive and a negative impact on a workforce. Incentives
must be uniformly provided and available to all that are deserving of them. It must be clear
how incentive programmes are managed. The criteria must be clearly articulated and
shared with all.

Negative incentives must also include opportunity for feedback and improvement. They
must not be used as a threat.

In the next topic we explore the idea that a manager must also be a leader.
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Toric 4.4 — LEADERSHIP AS A MANAGEMENT FUNCTION

INTRODUCTION

Leadership is a management function and is required in every organization that aspires to
be successful. In this topic we attempt to bring to fore leadership different sources of
power, the major traits that leaders possess, the styles that leaders may adopt to influence
people will be looked.

OBIJECTIVES
Upon completion of this topic you should be able to:

1. Define leadership

2. Distinguish between power and authority

3. Classify bases of power with business situations

4. I|dentify different traits associated with leadership

5. Describe the management styles that a leader can use

6. Ascertain the qualities of a good leader and appropriate management skills
7. Appreciate the distinction of various leadership theories and approaches

Create a situation in which a business is facing a change challenge and show how leadership
can overcome such a change.

OVERVIEW OF LEADERSHIP

Leadership is a key function of management. Effective leadership results in motivated
employees who have a clear understanding of what they must do and where the
organization is going. Clark (1997) argues that leadership is required to influence followers
to accomplish an objective and then directs the organization in a way that makes it more
cohesive and coherent.

Leadership is not a onetime activity rather it is a continual process. Leadership is a process
of influencing people to meet organizational requirements and improve the organization
through planned and managed change. Leaders are persons with a vision. Their aim is to
move the organization towards that vision with the help and support of their subordinates.

Some believe that leadership is a concept that is taught. Others believe it is a trait that you
possess. Both are probably right. For leaders to guide and impact staff members they must
employ different styles of leadership that can be learned. But leaders actions and decision
are also influenced by their own personal values, beliefs, culture, religion and personality.
These differ from person to person.
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So what is leadership?

Leadership is an ongoing process of influencing the actions of others in order to meet
organizational goals. You realize that approaches to leadership will always continue to
change based on peoples’ actions and the need to align with the business goals.

Now, how do leaders achieve this?

A leader is assisted by power and authority to influence others to do his will in an
organization. The essence of the explanation of leadership is clearer when explained by
the former president of the United States of America, Dwight D. Eisenhower in Kohl (2010)
when he states that “leadership is the art of getting someone else to do something you
want done because he wants to do it”. Let us now find the meaning and the difference
between the power and authority as bases of leadership.

POWER VERSUS AUTHORITY

Once you hear of these two terms you think of someone being on top issuing orders and
another below showing obedience and following commands from above without fail. The
two terms are linked to leadership. They can be observed as strategies through which a
leader uses to make others do as you wish.

Power is described as an ability to compel or coerce someone to do your will, even if they
would choose not to. Because of the leader’s position, power is obeyed out of fear
whereas authority is the art of the leader to get people to willingly do his or her will
because of their personal influence and standing within the group.

Authority is the type of power vested in a person (often a manager) by his or her superiors
or through a written mandate such as a job description. People obey authority out of
respect. Authority cannot be bought or sold, but it can be given or taken away by the
organization depending on changing circumstances. Authority (to act) can also be limited
by time, such as during a project or in support of a time limited activity.

Cline, (1998) argues that power is the ability, whether personal, professional or social, to
get things done — either to enforce one’s own will or to enforce the collective will of some
group over others. Legitimacy is a socially constructed and psychologically accepted right
to exercise power. The arguments postulated by Celine (1998) emphasizes the point that It
is understood that that authority is seen in social or professional environment whereby one
person is regarded having the legitimacy to be heard and heeded and another
psychologically acknowledges the decision making of the other as justified, not requiring
any explanation.
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TYPES OF POWER

There are different types of power based on the circumstance, the organization and the
group responding to the leader. Power is not always vested in the appointed leader. It can
be usurped by other others within the organization who have no legitimate authority to act
on the behalf of the organization. Let’s explore different forms of power.

1. Legitimate Power refers to the different types of professional positions within an
organization structure that inherit such power through their appointment in the
organization (e.g. Chief Executive Officer, Director, Marketing Manager Supervisor,
etc.). Lofafa & Polonyana (2002) argue that this power is inherent in the position
that one occupies and authority is vested in the position and not necessarily the
individual occupying the position. The person who occupies a higher position has
more power which others regard as acceptable.

2. Referent Power is individual power of an individual over team members or
followers, based on a high level of identification with, admiration of, or respect for
the power holder/ leader. This type of power is based on the personality and
strength of the individual. He or she may not hold legitimate power, but can be
used by those in authority to help exercise influence over others. A subset of
referent power is Charismatic Power. A leader or employee who has charisma will
have a positive influence on workers, and can create opportunity for interpersonal
influence.

3. Coercive Power refers to the manager's ability to punish an employee for work not
done or done poorly. Ineffective work can result in mild punishment such as a
suspension or more serious punishment such as termination. The power to punish
allows a leader to enforce rules and regulations that compel others to do their duty
well or face disciplinary action. Coercive power is often codified in documents like
the “Code of Military Discipline” or in HR documents that specify the types of
disciplinary actions that can be taken by a manager.

4. Expert Power (according to Lofafa & Polonyana, (2000)) is influence that an
individual has as the result of some expertise that others respect him for. This
could be a marketing manager who is more knowledgeable in selling our business
than any other departmental managers and thus is sought out by others for his
expert knowledge and experience.

5. Information Power resides in a person who has possession of important
information at an important time when such information is needed to support the
organization. Someone who has this information knowledge has genuine power.
For example, a manager's secretary would be in a powerful position if the secretary
has information power.
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The next concept to focus our attention to at this point is the inherent qualities that leaders
display when exercising their authority or power.

LEADERSHIP TRAITS

Remember leadership is a concept that can be learned. The qualities, skills and behaviours
we observe in others may exist in individuals have the ability to lead. If certain traits exist
then individuals can become legitimate or referent leaders.

A trait is described in Collins Cobuild Advanced Learner’s English Dictionary (2006) as a
particular characteristic, attribute, or quality of someone or something he or she has. Traits
are distinguishing qualities or characteristics of a person, while character is the sum total of
these traits.

Individuals that have knowledge of these traits can potentially make a solid leader. The
problem lies with how are displayed and conveyed to followers because organizations need
leaders with both strong and good characteristics, people who will guide them to the future
and show that they can be trusted.

Let’s examine some key traits of an effective leader.
Visionary

According to Clark (1997) effective leaders have vision. They are forward-looking in nature.
They are able to set clear goals and targets that help them move towards a vision of the
future. They are able to communicate the vision to colleagues and subordinators. They are
able to influence others to move towards the vision. They can influence others to make the
vision their own.

Motivator

After selling the vision to followers effective leaders provide resources that will enable
employees to achieve set goals. They display vigor and inspire employees to do the same in
their tasks. They are able to determine the right time to promise reward that is tied to
performance. They take charge when it is necessary. They can motivate others to embrace
and complete the work.

Creative Thinker

Effective leaders are creative thinkers who are highly innovative and imaginative. They are
able to influence timely and appropriate changes in your thinking, plans, and methods.
They how creativity and innovation by thinking of new and better goals, ideas, and
solutions to problems.
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Coach

An effective leader is a coach and a mentor. They actively guide subordinates and help
them achieve their full potential.

Change Agent

Widener (2000) identified effective leaders as those who have a vision to spot when to
change and a willingness to embrace it. They are able to break down any fears that may be
influencing their followers regarding the proposed change. They are able to help
subordinates and others overcome their reluctance to change. Effective leaders are able to
see the benefits of change and communicate them to their followers.

Risk Taker

Venturing into change makes a leader a risk taker. Such people are optimistic of success in
the long run. They are assertive and believe the future is good. Leaders are able to
calculate the risk and what is to be gained from taking it. They share with the followers and
embark on new plans. They capitalize on their confidence on their ability and display
competency in times of crisis; they are not scared of new challenges.

Communicator

An effective leader must an effective communicator. They must be able to craft their
message so that all can easily understand it. They must provide clear, timely and concise
information upon which subordinates can act.

Competent Collaborator

Competency is desirable and good for a leader and in a team work an effective leader has
to be aware to strike a delicate balance of not boosting his competency and the danger of
minimizing team members’ contribution and appearing to take all the credit for job. A safe
way to accomplish this is to celebrate and bring attention to team achievements and
encourage cooperative work while indirectly you may point out your competency. In most
cases decisions are based on reason and moral principles not on emotions and feelings.

LEADERSHIP STYLES

Organizations are about people. When people work in a group, usually one person
provides direction and guidance to ensure the completion of different tasks to achieve the
common objective. This person may be the formal or informal leader.

We have explored the different traits of a leader and the different ways of exercising power
and authority. But all of these must be combined together to embrace a specific style of
leadership. Those that lead, no matter the type of leader, often must adopt their style of
leadership to the situation, group or environment.
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Leaders accomplish organizational tasks using certain skills of leadership in an attempt to
achieve the set goals. Since organizations are about people, it is essential that the
managers bring together the different resources that the business possesses so that the
goals are achieved. In doing so, some skills and ways of influencing colleagues to be
engaged in productive work are imperative. In this section a discussion of various styles
that a leader may employ to guide their subordinates in attaining goals will be discussed.

In every organization and a business there is or some leaders whom employees look up to
for guidance and the pursuit of the overall goal of the business. The way the leader
interacts and impacts upon the colleagues to achieve goals has a bearing in the way tasks
will be accomplished. This may be referred to as a style of leadership. A leader must be
able to employ different styles of leadership depending on the nature of the situation at
hand. We will explore a number of different styles.

Autocratic/Authoritarian

When talking about an autocratic leader, you may think of an oppressive leader, who uses
orders to be followed without much questioning from subordinates. The term that is also
often used is authoritarian. The subordinates here do as they are told; they follow the
orders of their supervisor.

The autocratic leadership style is best used in situations where control is necessary, often
where there is little margin for error. When conditions are dangerous, rigid rules can keep
people out of harm’s way. Many times, the subordinate staff is inexperienced or unfamiliar
with the type of work and heavy oversight is necessary.

Rigid organizations often use this style. It has been known to be very paternalistic, and in
highly-professional, independent minded teames, it can lead to resentment and strained
morale.

The autocratic or authoritarian leadership style is not always bad. Sometimes it is the most
effective style to use. These situations can include:

e New, untrained employees who do not know which tasks to perform or which
procedures to follow.

e Effective supervision can be provided only through detailed orders and instructions.
e Employees do not respond to any other leadership style.

e There are high-volume production needs on a daily basis.

e There is limited time in which to make a decision.

e A manager's power is challenged by an employee.
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e The area was poorly managed.

e Work needs to be coordinated with another department or organization.
The autocratic leadership style should not be used when:

e Employees become tense, fearful, or resentful.

e Employees expect to have their opinions heard.

e Employees begin depending on their manager to make all their decisions.

e There is low employee morale, high turnover and absenteeism and work stoppage.
Participative/Democratic

A democratic leader is accommodating in nature, believes that subordinates are capable of

making correct decisions and as a result are allowed freedom to execute tasks on their own

without much reliance on the leader’s vision. Oates believes that “democratic management
is the leadership style that promotes the sharing of responsibility, the exercise of delegation
and continual consultation”.

The democratic (or participative) leadership style is a very open and collegial style of
running a team. lIdeas move freely amongst the group and are discussed openly. Everyone
is given a seat at the table, and discussion is relatively free-flowing. This style is needed in
dynamic and rapidly changing environments where very little can be taken as a constant. In
these fast moving organizations, every option for improvement has to be considered to
keep the group from falling out of date.

The democratic leadership style means facilitating the conversation, encouraging people to
share their ideas, and then synthesizing all the available information into the best possible
decision. The democratic leader must also be able to communicate that decision back to
the group to bring unity the plan is chosen.

The democratic or participative leadership style is most effective when:
e The leader wants to keep employees informed about matters that affect them.

e The leader wants employees to share in decision-making and problem-solving
duties.

e The leader wants to provide opportunities for employees to develop a high sense of
personal growth and job satisfaction.

e Thereis alarge or complex problem that requires lots of input to solve.
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Changes must be made or problems solved that affect employees or groups of
employees.

You want to encourage team building and participation.

Democratic leadership should not be used when:

There is not enough time to get everyone's input.

It's easier and more cost-effective for the manager to make the decision.
The business can't afford mistakes.

The manager feels threatened by this type of leadership.

Employee safety is a critical concern.

Laissez — Faire

A laissez faire leader sets the tasks and gives staff complete freedom to complete the task

as they see fit”. The manager though is always there for consultation and supply of

information when need arises. In line with this thinking (Commonwealth Secretariat:
Headship Materials (1993)) cited in Ntsoaole (2006) argue that in this style of management,

manager believes that with mature and experienced employees there should be no rules

and regulations since all people have inborn sense of responsibility. It is observed that

given the latitude of freedom to be creative, tasks set will be accomplished, but the

manager has to think twice about using the style with new employees who are freshly

joining the employment market or business world. Majority may lack tact, and require

constant supervision.

This is an effective style to use when:

Employees are highly skilled, experienced, and educated.
Employees have pride in their work and the drive to do it successfully on their own.
Outside experts, such as staff specialists or consultants are being used

Employees are trustworthy and experienced.

This style should not be used when:

It makes employees feel insecure at the unavailability of a manager.

The manager cannot provide regular feedback to let employees know how well
they are doing.
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e Managers are unable to thank employees for their good work.

e The manager doesn't understand his or her responsibilities and is hoping the
employees can cover for him or her.

Transactional

According to (Commonwealth Secretariat: Headship Materials (1993)) cited in Ntsoaole
(2006) view transactional style as a style in which a leader appreciates the need to achieve
organizational goals while at the same ensuring that the individual needs of staff are not
ignored. The manager may stick to the rules and procedures, he or she also aims at
achieving organization objectives without upsetting people too much in terms of their
needs. Therefore a leader has to analyze a decision whether to incline more towards the
needs of the organization, or to the organization, or achieves a true balance between them.

The transactional leader works through creating clear structures whereby it is clear what is
required of their subordinates, and the rewards that they get for following orders.
Punishments are not always mentioned, but they are also well-understood and formal
systems of discipline are usually in place.

The early stage of transactional leadership is in negotiating the contract whereby the
subordinate is given a salary and other benefits, and the company (and by implication the
subordinate's manager) gets authority over the subordinate.

When the transactional leader allocates work to a subordinate, they are considered to be
fully responsible for it, whether or not they have the resources or capability to carry it out.
When things go wrong, then the subordinate is considered to be personally at fault, and is
punished for their failure (just as they are rewarded for succeeding).

The transactional leader often uses management by exception, working on the principle
that if something is operating to defined (and hence expected) performance then it does
not need attention. Exceptions to expectation require praise and reward for exceeding
expectation, whilst some kind of corrective action is applied for performance below
expectation.

Transformational Leadership

Working for a Transformational Leader can be a wonderful and uplifting experience. They
put passion and energy into everything. They care about you and want you to succeed.

Transformational Leadership starts with the development of a vision, a view of the future
that will excite and convert potential followers. This vision may be developed by the leader,
by the senior team or may emerge from a broad series of discussions. The important factor
is the leader buys into it, hook, line and sinker.
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The next step, which in fact never stops, is to constantly sell the vision. This takes energy
and commitment, as few people will immediately buy into a radical vision, and some will
join the show much more slowly than others. The Transformational Leader thus takes every
opportunity and will use whatever works to convince others to climb on board the
bandwagon.

In order to create followers, the Transformational Leader has to be very careful in creating
trust, and their personal integrity is a critical part of the package that they are selling. In
effect, they are selling themselves as well as the vision.

In parallel with the selling activity is seeking the way forward. Some Transformational
Leaders know the way, and simply want others to follow them. Others do not have a ready
strategy, but will happily lead the exploration of possible routes to the Promised Land.

The route forwards may not be obvious and may not be plotted in details, but with a clear
vision, the direction will always be known. Thus finding the way forward can be an ongoing
process of course correction and the Transformational Leader will accept that there will be
failures and blind canyons along the way. As long as they feel progress is being made, they
will be happy.

The final stage is to remain up-front and central during the action. Transformational
Leaders are always visible and will stand up to be counted rather than hide behind their
troops. They show by their attitudes and actions how everyone else should behave. They
also make continued efforts to motivate and rally their followers, constantly doing the
rounds, listening, soothing and enthusing.

It is their unswerving commitment as much as anything else that keeps people going,
particularly through the darker times when some may question whether the vision can ever
be achieved. If the people do not believe that they can succeed, then their efforts will flag.
The Transformational Leader seeks to infect and re-infect their followers with a high level of
commitment to the vision.

One of the methods the Transformational Leader uses to sustain motivation is in the use of
ceremonies, rituals and other cultural symbolism. Small changes get big hurrahs, pumping
up their significance as indicators of real progress.

Overall, they balance their attention between action that creates progress and the mental
state of their followers. Perhaps more than other approaches, they are people-oriented and
believe that success comes first and last through deep and sustained commitment.

Activity 4.4 A — Leadership Style

What leadership style best represents your own personal approach to leadership? Explain
why. Record your observations in the course journal.
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LEADERSHIP VS. MANAGEMENT

So far we have discussed the leader, his or traits, styles and characteristics. Since this is a

course about management, we must also describe the difference between these two

concepts. Both roles are important to organizational and business success. But they seek

to do different things...

1.

10.

11.

12.

13.

14.

15.

16.

17.

18.

19

Leaders lead people. Managers manage people.

Leaders set destinations. Managers navigate the roads to get there.
Leaders cultivate change. Managers cultivate creating stability.
Leaders inspire. Managers comfort.

Leaders appeals to the heart. Managers appeal to the head.

Leaders set direction. Managers set plans with details.

Leaders work on a system. Managers are working the system.
Leaders have vision. Managers are about reaching goals.

Leaders are about effectiveness. Managers are about efficiency.
Leaders have followers. Managers have subordinates.

Leaders take ownership. Managers take responsibility.

Leaders shape culture. Managers enact culture.

Leaders are proactive. Managers are reactive.

Leaders accomplish achievements. Managers accomplish compliance.
Leaders break rules. Managers make rules.

Leaders use conflict. Managers avoid conflict.

Leaders set new direction. Managers go on the existing roads.
Leaders go inward. Managers work outward.

Leaders are concerned what is right and managers are concerned about being right.

So you must decide what role you will play in your organization. At times you may be the

leader and at other times the manager.
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SUMMARY

As this topic illustrated not all managers are leaders. But we must remember that
leadership is key to the success of any company. The type and style of leadership is
dependent on the workforce and the situation. Natural leaders must be identified and
given opportunity to influence those around them. They must help guide the company
vision and influence the workforce to move towards that vision.

The next topic will explore how communications is an essential to effective leadership.
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VUSC

Topric 4.5 — COMMUNICATIONS AS A MANAGEMENT FUNCTION

INTRODUCTION

To be an effective leader you must be able to communicate effectively. Communications is
more than just give direction or passing a message. It is about people and how a manager
works with his peers and employees. Communications is the means by which work is done,
ideas are shared and encouragement and support provided.

Communications is both internal and external. Internal communications, be it written or
verbal, is used to guide the organization. External communications is a means of working
with clients, marketing to potential customers, providing customer support and working
with stakeholders and external providers. This topic will concentrate on the role of the
manager in internal communications. External communications was addressed in your
marketing course.

OBIJECTIVES
Upon completion of this topic you should be able to:

1. Explain the communications process.
2. Employ different forms of communications.
3. Explain the importance of effective communications.

4. Apply the characteristics of effective communications.

COMMUNICATIONS MODEL

Communication is an organisational function, which refers to the process by which a person
(known as sender) transmits information or messages to another person (known as
receiver). The purpose of communication in organisations is to convey orders, instructions,
or information so as to bring desired changes in the performance and or the attitude of
employees. In an organisation, supervisors transmit information to subordinates. Proper
communication results in clarity and securing the cooperation of subordinates.

Faulty communication may create problems due to misunderstanding between the superior
and subordinates. The subordinates must correctly understand the message conveyed to
them.

Thus, in communication:

e there are two parties, one is known as the sender and the other is known as the

receiver;
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As the diagram illustrates all messages are subject to noise. Noise can be physical
interferences, sights, sounds, or poor quality communications media. Internal noise can
happen because of language misunderstanding, attitudes and feelings. Thus what is sent
may, at times, not be the message received and decoded.

Communication does not always flow from supervisor to subordinate. It can also be from a
subordinate to a supervisor or from supervisor to a group. For example, subordinates can

pass information to the supervisor about the faults/problems at the assembly line. Thus, it
is a two way process.

PROCESS OF COMMUNICATIONS

First, you must realize and accept that clear communication is always a two-way
process. It's not enough to speak clearly; you have to make sure you're being
heard and understood. To facilitate this, use the following two-way
communication primer:

1. Prepare how you’ll communicate
» Clarify the goal of the communication.
= Plan carefully before sending it or meeting in person.
< Anticipate the receiver’s viewpoint and feelings.

2. Deliver the message
= Express your meaning with conviction.
< Relate the message to your larger goals.
« ldentify the action to be taken.
= Confirm the other person understands.

3. Receive the message
= Keep an open mind.
< ldentify key points in the message.
= Value constructive feedback and use it to grow.
= Confirm your understanding.
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4. Evaluate the effectiveness of the communication afterwards.
5. Take corrective action as necessary.

Primers, of course, aren’t enough. You must go deeper and determine why
internal communications are poor or ineffective, considering any potential
barriers. Once the barriers have been identified, you’ll see where to improve.
Additionally, you’ll inevitably realize the stakes are high when it comes to
communicating — if you fail to do this properly, you can poison the atmosphere
between you and a colleague, as well as your company’s morale. So the next
time you’re drafting a letter, e-mail or policy statement, before you send it, stop
and consider these common barriers to clear communication:

e Lack of respect by either party for the other.
e Poorly defined purpose for the communication.

e Failure to establish the best medium for the communication (e-mail and
cell phones are NOT the best ways to communicate serious material).

e Assumption that the listener receives the message.
e Ignored emotions or sensitivities.
e Failure to get on the listener’s level of understanding.

e Intimidation by either party.

IMPORTANCE OF EFFECTIVE COMMUNICATIONS

Communication in organisations is so important that it is said to be the lifeblood of the
organisation. Success of direction largely depends on how effectively the manager can
communicate with his subordinates. Proper communication in organisations at all levels
and between all levels can improve both the quantity and quality of output. Some of the
benefits of communication are as follows:

e Communication helps employees to understand their role clearly and perform
effectively.

e It helps in achieving co-ordination and mutual understanding which in turn, leads to
industrial harmony and increased productivity.

e Communication improves managerial efficiency and ensures cooperation of the
staff.

e Effective communication helps in moulding attitudes and building up employees’
morale.
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e Communication is the means through which delegation and decentralisation of
authority is successfully accomplished in an organisation.

TyPES OF COMMUNICATION

In an organisation communication can be made from supervisor to subordinate, from
subordinate to supervisor and also between two supervisors at the same level.
Communication can be done orally or in writing or even through gestures. Communication
may be made through formal or informal channels.

Formal Communications

The path through which information flows is called a channel of communication. In every
organisation we have both formal and informal channels. The paths of communication
which are based on relationship establish formally by management (usually in the form of
an organization chart) are the formal channels. For example, the general manager
communicates a decision to the production manager who may then issue orders or
instructions to the foremen. It may also be like a worker applying to his supervisor for a
loan from the GPF account. He/she forwards it to the Manager Accounts who finally sends
it to the General Manager (Finance) for approval.

Informal Communications

Communication which takes place on the basis of informal or social relations among staff, is
called informal communication. For example, any sharing of information between a
production supervisor and an accountant, as they happen to be friends or so. Most informal
channels are used to support friendly interaction among the members of an organisation. In
fact, it may be purely personal or related to organisational matters.

Upward, Downward, Horizontal and Diagonal Communication

On the basis of the flow or direction of communication in an organisation, it can be
classified as upward, downward, horizontal or diagonal. When employees make a request,
appeal, report, suggestion or communicate an idea to a superior, the flow of
communication is upward i.e., from bottom to top. For instance, when a typist drops a
suggestion in the suggestion box, or a foreman reports breakdown of machinery to the
factory manager, the flow of communication is upward. Upward communication
encourages employees to participate actively in the operations of their department or
organization. Their sense of responsibility increases when they are heard by their
supervisors about problems affecting the jobs, assuming the superior responds in a timely
and positive manner. Unanswered ideas or questions will have the opposite affect; lower
morale and less likelihood to communicate ideas.

When communication is made from superiors down the hierarchy it is called a downward
communication. When the General Manager orders supervisors to work overtime, the flow
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of communication is downward i.e., from top to bottom. Similarly, communication of work
assignments, notices, performance reviews, and other guidance through different media
such as bulletin boards, memos, reports, speeches, meetings, face to face meetings, are all
considered forms of downward communication. Downward communications is very one
sided and often there is no opportunity to respond.

Communication can also be between peers and other members/employees at the same
level within the organisation. For instance, production manager may communicate the
production plan to the sales manager. This is known as the horizontal flow of
communication. Here, the communication is among people of the same rank and status.
Such communication facilitates coordination of activities that are interdependent. But this
form of communications is not directive, it is more informative and peers may act upon it in
different ways.

When communication is made between people who are neither in the same department
nor at the same level of organisational hierarchy, it is called diagonal communication. For
example, a cost accountant may request for reports from the sales representatives not the
sales manager for the purpose of distribution cost analysis. This type of communication
does take place under special circumstances.

Verbal and Non-verbal Communication

On the basis of the mode used, communication may be verbal or non-verbal. While
communicating, managers may talk to their subordinates either face to face or on
telephone or they may send letters, issue notices, or memos. These are all verbal
communication. Thus, the verbal modes of communication may be oral and written. Face to
face communication, as in interviews, meetings and seminars, are examples of oral
communication. Issuing orders and instructions on telephone or through an inter-
communication system is also oral communication. The written modes of communication
include letters, circulars, notices and memos. Sometimes verbal communication is
supported by non-verbal communication such as facial expressions and body gestures. For
example — wave of hand, a smile or a frown etc. This is also termed as the gestural
communication

CHARACTERISTICS OF EFFECTIVE COMMUNICATIONS

The message is said to be effective when the receiver understands the same meaning that
the sender was intended to convey. For any communication in business, in order to be
effective, it must have seven qualities. These seven attributes are called seven C’s of
effective business communication.

1. Correctness - At the time of encoding, if the encoder has comprehensive
knowledge about the decoder of message, it makes the communication an ease.
The encoder should know the status, knowledge and educational background of the
decoder. Correctness means:
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e Use the right level of language

e Correct use of grammar, spelling and punctuation

e Accuracy in stating facts and figures

Correctness in message helps in building confidence.

Clarity - Clarity demands the use of simple language and easy sentence structure in
composing the message. When there is clarity in presenting ideas, it’s easy for the
receiver/decoder to grasp the meaning being conveyed by the sender/encoder.

Clarity makes comprehension easier.

Conciseness - A concise message saves time of both the sender and the
receiver. Conciseness, in a business message, can be achieved by avoiding
wordy expressions and repetition. Using brief and to the point sentences,
including relevant material makes the message concise. Achieving
conciseness does not mean to loose completeness of message.

Conciseness saves time.

Completeness - By completeness means the message must bear all the
necessary information to bring the response you desire. The sender should
answer all the questions and with facts and figures. and when desirable, go
for extra details.

Completeness brings the desired response.

Consideration - Consideration demands to put oneself in the place of receiver
while composing a message. It refers to the use of You attitude, emphases
positive pleasant facts, visualizing reader’s problems, desires, emotions and
his response.

Consideration means understanding of human nature.

Concreteness - Being definite, vivid and specific rather than vague, obscure
and general leads to concreteness of the message. Facts and figures being
presented in the message should be specif.

Concreteness reinforces confidence.

Courtesy - In business, almost everything starts and ends in courtesy.
Courtesy means not only thinking about receiver but also valuing his
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feelings. Much can be achieved by using polite words and gestures, being
appreciative, thoughtful, tactful, and showing respect to the receiver.
Courtesy builds goodwill.

Courtesy strengthen relations.

Activity 4.5 A — Communications Barriers

Reflect upon your own communications approach. What barriers do you intentionally or
unintentionally create when communicating with others? How do you propose to
overcome these barriers and turn yourself into an effective communicator? Record your
observations in the course journal.

SUMMARY

Effective communications is another key trait that managers must exhibit. Poor or
misunderstood communications can result in business delays, poor quality products, loss of
customers and confused employees. Communications has multiple modes of delivery;
verbal, visual and text. Managers must master all forms of communications.
Communications must be clear, concise and delivered in the appropriate tone.
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The traits of an effective manager are many. Each trait must be mastered. As this unit
illustrates that a successful business needs a leader who can establish a vision, motivate
employees, communicate in clear and concise terms and appropriate incentives, whether
they are internal or external must be employed when appropriate.

Effective leadership is one of the key building blocks of a successful business. Leaders and
managers often perform different roles. Some will become the natural leaders and others
will become the successful implementers and directors of the plan.

In the final unit of the course we will explore the tools that a manager/leader can use to
evaluate the success of the business and to ensure the business is meeting its goals and is
staying on track re: the plan that is being implemented.

Before beginning the next unit of instruction you should complete and submit the following
assignment.

UNIT ASSIGNMENT

Assignment — Self Assessment

At this point in the course it is time to complete an assessment of your management and
leadership skills and potential.

You should review and complete the Leadership and Management Self-Assessment Tool
provided in Appendix One of the course. Once you have completed the review you should
consider the following questions.

1. What are my leadership and management strengths? Why.
2. What are areas do | need to improve upon? Describe them in detail.

3. How will what | have learned in this course so far help me improve my leadership and
management capabilities?

4. What must | do to create a long term improvement plan?

Once you have completed the following questions , provide a copy of the assessment
instrument and your answers to your instructor for review and feedback. Your instructor
will provide a timeline for completion and a method of submission.

Principles of Management




VUSC

UNIT 5 - CONTROLLING AS A MANAGEMENT FUNCTION

UNIT INTRODUCTION

It does not matter whether perfect plans have been made and the most qualified staff has
been appointed to accomplish organization tasks the plan needs to be controlled and
evaluated. Control is about executing the plan using your management skills and abilities.
It is about communications, collaboration and sharing. In this unit we will examine the
control process and its impact on the organization.

UNIT OBJECTIVES

At the end of this unit, you should be able to:

Explain the characteristics of effective organisational control.
Define organisational control and describe the importance of a control system.
Describe the nature and importance of feed-forward, concurrent and feedback
controls.

4  Describe the steps in the control system.

UNIT READINGS
As you complete this unit you should read the following chapters/articles:

1. Carpenter M., Bauer T. and Erdogan B. (2009). Principles of Management. (e-
Book). Available at: http://www.oercommons.org/courses/principles-of-

management/view . Read the following chapters:
a. Chapter 15 — The Essentials of Control.

2. CliffNotes. (nd.). Principles of Management: Homework Help in Management
from CliffNotes. Read the following sections:

a. Control —The Linking Function. Available at:
http://www.cliffsnotes.com/study guide/Organizational-Control-
Objectives.topicArticleld-8944,articleld-8924.html.

b. Productivity and Total Quality Management. Available at:

http://www.cliffsnotes.com/study guide/Productivity-and-
Quality.topicArticleld-8944,articleld-8930.html.
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INTRODUCTION

As you implement and grow your business you will want to ensure that the execution of
your business plan and the operation of your business in accordance with your business
goals and objectives. The process to evaluate the success of your plans is known as

1.

“control”. This topic will introduce to concepts underlying control and types of things a

manager must control.

OBJECTIVES
Upon completion of this topic you should be able to:

1. Define organisational control.

2. Describe the importance of a control system.

3. Describe the steps employed in a control system.

4. Explain how the different methods used as control measures.

5. Differentiate between the three theories of designing a control system.

6. Explain the factors that form a focus of control system in organizations.

DEFINING CONTROL

Controlling is a four-step process requiring the establishment of performance standards
based on the firm’s objectives. It requires managers to measure and report actual
performance, comparing the two, and taking corrective or preventive action as necessary.
The definition does not necessarily imply that management is going to wait until the job is
complete in order to monitor instead on-going monitoring is necessary as it prevents waste.
Jones & George (2003:331) go beyond the normal definition of control written in most
literature by arguing that, control does not mean reacting to events after they have
occurred, it also means keeping an organization on the track and anticipating events that
might occur. It is concerned with keeping employees motivated, focused on challenges
facing the organization and working as a team to take advantage of opportunities that will
help an organization perform more highly over time. Do you think you have been
controlled before?

CONTROL PROCESS

The control process has four major steps to establish standards and measure performance
against those standards. Standards in this case would mean specific objectives against
which progress is measured and against which it is compared. All control models contain
the following step:
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1. Establish Standards to Measure Performance

Within an organization's overall strategic plan, managers define goals and annual
business objectives for departments in specific, operational terms that include
standards of performance that can be measured. Robbins (200:172) states that
standards may the take the form of objectives or performance indicators designed
by management and all these have been decided at the planning stage.

Performance indicators are broad measures of the extent to which an organization
is meeting its objectives according to the perspectives of key stakeholders. On the
face of it, the term “performance indicators” has a common sense meaning: set
targets and measure whether you meet or exceed them.

2. Measure actual performance.

Most organizations prepare formal reports of performance measurements that
manager’s review regularly. These measurements should be related to the
standards set in the first step of the control process. For example, if sales growth is
a target, the organization should have a means of gathering and reporting sales
data. Some methods used to measure business performance includes:

e Benchmarking.

Customer Surveys.

Productivity Measurement.

Balanced Scorecard.

Customer Value Analysis.
Some of these methods will be explored later.
3. Compare performance with the standards.

De Beer et. al. (1996:17) argues that this step compares actual activities to the
defined performance standards. The manager will determine whether deviations
have occurred which necessitate an action to be taken or not. That is if actual
performance meets, exceeds, or falls short of set standards.

4. Take corrective actions.

After evaluating performance against the standards corrective measures must be
developed to improve performance. Managers must determine what changes, if
any, are necessary and how to apply them.
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Pride et al (1996:180) indicates that the major steps of the control process are circular in
nature and they need to be repeated periodically until the goals are reached. Once goals
have been achieved then you should re-establish new goals.

APPROACHES TO DESIGNING CONTROL SYSTEMS

There are three different approaches to designing a control system. They relate to how
control is exercised within an organization. The most common control systems include
market, bureaucratic and clan controls. They are explained below.

1. Market Control

Like the name indicates, market is where buying and selling takes place. It is an
approach that puts emphasis on the use of external market mechanisms such as
price, competition and market share to establish standards and regulate prices used
in the control system.

2. Bureaucratic Control

This approach emphasizes organizational authority and relies on the measurement
of administrative rules, regulate of budgets, and procedures and policies.

3. Clan Control

In this approach Bartol & Marton (1991:613) state it is a measurement approach
that takes “a managerial approach that relies on values, beliefs, traditions,
corporate culture, shared norms and informal relationships to regulate employee
behaviour and facilitate the reaching of organizational goals

Managers can use one or any combination of three control strategies or styles: market,
bureaucracy and clan. Each serves a different purpose. However, adhocracy or self-control
can be used to complement the three approaches. This can be achieved by the assumption
that when individuals are trained an encouraged to be to take initiative in solving their own
problems, they get empowered as a result this empowerment benefits the organization and
increases the sense of worth to the business in the individual.

Activity 5.1 A — What Must | Control

Consider the current organization you work in or one that you hope to create.
1. What types of things must be controlled in that organization and why?
2. What is the impact of not controlling them?

Enter your response in the course journal.
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Let’s explore the issue of what and how to control a business operation further.

TYPES OF CONTROL

Jones & George (2003:333) describe control systems as the “formal target-setting
monitoring, evaluation and feedback systems that provide managers with information
about how well the organization’s strategy and structure is working”. They further argue
that effective control systems must be flexible to allow managers to respond to the
business opportunities and threats. Control systems must provide accurate information
and gives managers an up to date state of business performance. Control systems that are
based on time based performance may look at inputs, transformation process or outputs.
These type of controls as called feed forward and concurrent feedback.

Types and Examples of Control

Control Behavioural Control Outcome Control
Proactivity

Feed-forward | Organizational culture Market demand or economic
control forecasts

Concurrent Hands-on management The real-time speed of a
control supervision during a project production line

Feedback Qualitative measures of Financial measures such as
control customer satisfaction profitability, sales growth

Let’s examine each one.
Feed-Forward Control

Feed-forward is the control mechanism that allows managers to anticipate problems before
they arise. Bartol & Martin (1991:607) put it that the type focuses on inputs in the form of
resources human and non-human used at work and attempt to evaluate them to evaluate
their potential of making an effective output so that corrective measures are done before a
final product is produced.

The essence of feed-forward control is to see the problems coming in time to do something
about them. For instance, feed-forward controls include preventive maintenance on
machinery and equipment and due diligence on investments.
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Concurrent Control

Concurrent control involves the regulating of ongoing activities that are part of
transformation process to ensure they conform to the organizational standard. Focus here
is on identifying difficulties while in the production or during the service delivery stage so
that corrective measures are taken on the spot. This assumes there is measurable
production and service delivery standards. This type of control requires the manager to be
conversant with specific tasks undertaken to determine if they are in line with the desired
end product or service outcome.

Feedback Control

It is usually done at the end of the production line of a specific task, control gives manager
information about customers’ reactions to goods and services so that corrective action can
be taken if necessary. The information received will either alerts manager to increase or
decrease or even stop production depending on the reaction perceived.

WHAT To CONTROL?

Controls also differ depending on what is monitored, outcomes or behaviors. Outcome
controls are generally preferable when just one or two performance measures (say, return
on investment or return on assets) are good gauges of a business’s health. Qutcome
controls are effective when there’s little external interference between managerial decision
making on the one hand and business performance on the other. It also helps if little or no
coordination with other business units exists.

Behavioral controls involve the direct evaluation of managerial and employee decision
making, not of the results of managerial decisions. Behavioral controls tie rewards to a
broader range of criteria, such as those identified in the Balanced Scorecard. Behavioral
controls and commensurate rewards are typically more appropriate when there are many
external and internal factors that can affect the relationship between a manager’s decisions
and organizational performance. They’re also appropriate when managers must coordinate
resources and capabilities across different business units.

Behaviour Control

What type of control mechanisms can be used to assess employees? Let’s explore
mechanisms that help ensure employee performance is as expected in relation to goal
achievement. Some of the more typical behaviour control measures employed by the
manager are discussed below.

e Selection - The manager imposes control measure when selecting people who
really fit what the organization requires during hiring process. They accomplish by
identifying and selecting those with values, attitudes and personality that fit with
the management desire.
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e New Employee Orientation - For those joining the organization for the first time,
this is briefing regarding the acceptable and non-acceptable behaviour patterns
because they appear to fit into the organization

e Mentoring - It has to do with conveying the attitudes and behaviours management
wants these new people entering the organization to show.

e Goals - Goals guide and constrain employees by calcifying what behaviour are likely
to lead to goal attainment, goals direct and limit employee behaviour.

e Performance Appraisal - Performance is evaluated, if it is positive it may warrant
some reward, if it is below standard, corrective measures may be undertaken,
performance appraisals are then control devises because employees tend to
behave in ways so to favour the system

e Training - Training and development of employees is a good habit to an
organization because they teach them about desired work practices and end up
shaping them on the job behaviours.

e Rewards - Rewards such as pay increases, promotions, recognition act as reinforces
to encourage desired behaviours and to extinguish undesirable ones. The choice of
criteria selected for reward such as punctuality loyalty bravely, openness, team
spirit they end up having the effect of either encouraging or discouraging certain
behaviour.

Financial Controls

All organizations profit and non-profit making all handle money and produce reports for
accountability. Below we shall talk about financial control measure.

e Budgets - A budget is a numerical plan of allocating resources to activities. Itis
mechanism to compare resource consumption and therefore is a control devise
mostly utilised. It can be used to control revenues, expenses, cash usage and any
capital expenditure.

¢ Financial Ratios - Robbins (2000:178) guides that the most commonly and popular
used ratios are the balance sheet and income statement, and in there two
significant figures are compared and expressed as a percentage, or ratio. The
managers use such ratios as internal control devises for monitoring how efficiently
the organization uses its assets, debt, inventories, and many other.

e Audits — An audit is a formal verification of an organization’s accounts, records,
operating activities or performance. There are external and internal audits.
External audit verification of organization financial statements is done by an
outside and independent accounting firm. Organization with its employees creates
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its accounting system and invites outside auditors to review the various accounts in
respect of their accuracy and conformity with accepted accounting principles.
Internal is when audit is done by members of the organization, there will be
evaluation of operations, procedures and policies and recommendations for
improvement will be included Robbins (2000:178). It is noted that when these
controls are put in place they serve as deterrent against abuses or
misrepresentation by those who develop the financial statement.

Non-Financial Controls

Increasing numbers of organizations have been measuring customer loyalty, referrals,
employee satisfaction, and other such performance areas that are not financial. In contrast
to financial controls, nonfinancial controls track aspects of the organization that aren’t
immediately financial in nature but are expected to lead to positive performance outcomes.
The theory behind such nonfinancial controls is that they should provide managers with a
glimpse of the organization’s progress well before financial outcomes can be measured.Z2
And this theory does have some practical support. For instance, GE has found that highly
satisfied customers are the best predictor of future sales in many of its businesses, so it
regularly tracks customer satisfaction.

Operations Control

Operations control is intended to assess how effectively and efficiently an organization’s
transformation processes are working, that is, inputs are being turned into outputs.
Operations control encompasses monitoring production activities to ensure that they are
on schedule, monitoring quality of the organizations’ products or services to ensure they
meet pre-established standard,

e Scheduling - Scheduling determines what activities have to be done, the order in
which hey should be done, who is to do them when is the deadline for completion
of tasks.

e Purchasing - According to Robbins (2000:180) organizations’ processes and outputs
depend on the inputs they invested in. Management therefore need to monitor
the delivery, performance, quality, quantity and price of inputs from suppliers.
Purchasing control seeks to ensure availability, acceptable quality, reliable service
and reduced cost from suppliers.

Information Control

The quality of any managerial decision is largely dependent on the quality of information
the manager has at his or her disposal. (Do you remember the principle GIGO, garbage in,
garbage out). Itis important for a manager to be able to make quick and intelligent
decision for survival of the organization hence information control is therefore a treasure.
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Recently organizations now talk of management of information system (MIS) that is a
system used to provide management with needed information on a regular basis.

SUMMARY

This topic focused on the types of control which are feed-forward, concurrent and feedback
controls and the four major aspects that control measures in organizations are intending to
control so that goals are achieved.

Before we proceed to the next topic let us do a review of learned content by attempting
the activity below, refer to the notes to compare your responses.
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INTRODUCTION

In this topic monitoring tools such as PERT analysis and control charts will be explored as
control tools. The topic will also address some of the issues that an organization is
evaluated against and the qualities that make an effective. The last part will look at the
theories of motivation and how they relate to control measures.

OBJECTIVES
Upon completion of the topic you should be able to describe the tools that can be used to
monitor performance.

MONITORING AND CONTROL TOOLS

There are three common monitoring tools that we are going to briefly talk about. These are
the strategies that can be used to control the aspect discussed above. They are budgets,
PERT network analysis and control charts.

BUDGETS

Earlier we discussed budgets under finance in the previous topic. Managers use budgets to
plan, implement and monitor the financial health of their organization. As a control tool
the purpose of budget reports are to ascertain the extent to which the organization’s
activities are in line with the planned budget.

Incremental Budgets

An incremental budget is developed from the main budget estimates. As the business year
progress adjustments are made to individual items within the budget. The pitfalls of using
an incremental budget as a control measure is that it tends to hide inefficiencies and waste
thus encouraging continual increases and it hinders change. It also limits bold and radical
changes by reinforcing the past financial budget.

Zero Based Budgets

Zero-base budgets are the financial management approach that requires the organization
and its departments to create a new budget every year. All items in the budget must be
justified and supported with data (e.g. sales projections). It has the advantage that all
programmes, projects and activities within each department of the organization are
assessed at least annually in terms of benefits and costs. The drawback includes increased
paperwork and preparation time. Normally managers tend to inflate the benefits of
activities they want funded.
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Activity-Based Budgeting

Under this budgeting approach costs are based on the activities organization needed to
produce and sell the products and services of the company. Robbins (2000191) notes that
instead of putting line items such as salaries, supplies or insurance in a budget, the line
items would be Production, Sales, Marketing, HR, etc. Managers must justify their budgets
based on the work they must complete during the business year to achieve their assigned
business objectives.

Top-Down and Bottom-up Budgeting

Top-down budgeting originates at the upper level of the organization. Budgets are
initiated, controlled and directed by top management and they trickles down for
implementation to the lower levels. Advantage is that it simplifies the process and focuses
on the overall strategy and goals.

Using bottom-up budgeting, budget requests are prepared by those who must implement
them, and then they are compiled by senior management. These budgets are subject to
modifications by management, negotiations with subordinate and peer managers and final
approval by the senior executive. The advantage of bottom-up budgeting is that lower level
managers are more knowledgeable about their financial needs than the senior executives
of the organization. This ensures that important funding requirements are unlikely to be
overlooked.

Balance Sheet Forecasting

Managers must regularly generate a balance sheet. Generally this is done at least once a
quarter. When analyzing the balance sheet managers must estimate asset levels to
determine if it supports the forecasted sales targets. For example, if the higher sales targets
would necessitate opening more retail outlets, then necessarily, investments in fixed assets
are a must. Moreover, changes in the funding mix (i.e., a higher level of long-term loans vs.
short-term borrowings) may also occur.

PERT NETWORK ANALYSIS

It is acronym for Program evaluation and review technique (PERT). It is a valuable control
tool because it is easy to compare the effects of activities on scheduling, resources and
costs. PERT charts are easy to monitor project and activity progress. In order to create a
PERT chart you need to identify all significant activities and events to be done, determine
the order that events must be completed, estimate the time and resources to complete
each activity, create a diagram that illustrates the flow of activities from beginning to the
end, then compute a time estimate for completing each activity and determine a schedule
for the start and finish dates for each activity and for the entire project.
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Example of a Simple PERT Chart

{=3 mo

t=4 mo

Once the chart is completed than managers monitor each activity and adjust the chart
according to actual vs. planned time, resources and expenditures. The analysis process
examines the impact of activity slip (i.e. not completed on time) and over or under cost
estimates and their impact on the completion date and budget estimates. Adjustments can
be made to activities not yet started and costs not yet occurred with the aim to complete
the project within time and on budget.

CONTROL CHARTS

Robbins (200:195) indicates that control charts are used when a manager wants to ensure
that a process is being done within an acceptable quality range. Control charts are
diagrams that show plotting of task results over a period of time which will determine
upper and lower limits. As long as the process variables fall within the predetermined
limits, the system is said to be in control and when a point fall outside the limit, then the
variation is unacceptable. T

here are different types of control charts. Attribute charts and Variable charts.

There are steps to be followed in order to develop a control chart, you need to gather
historical data so as compare future performance, the next step is to calculate a process
average and upper and lower control limits based on the sampling distribution. The next
step is to draw the control chart, variable measurement on one axis and the sequence of
samples on the other axis. Plot the current or most recent average on the chart and lastly
interpret the chart. Findings may be that process is in control and no action is needed. If it
is out of control find the cause.
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Example of a Generic Control Chart

xbar chart for quality characteristic XXX
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These are the techniques or tools that a manager can use to control performance of the
organization. Next let us discuss the features of an effective

QUALITIES OF AN EFFECTIVE CONTROL SYSTEM
An effective control system should reflect the following characteristics.

1. Realistic - Bartol & Martin (1991:621) suggest that control systems should as far as
possible include realistic expectation about what to employees are to attain
otherwise they will be regarded as unreasonable and just mere words not intended
to be achieved.

2. Timeliness - Robbins & DeCenzo (2001:421) regard time as an important feature of
a control system. They believe that a good system needs to provide timely
information to management so as to prevent major business perils at the end of a
production line.
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3. Accuracy - Control systems need to generate reliable information and produce valid
data. If inaccurate information is generated management can fail to take
appropriate action when there is a dire need to do so or they may inappropriately
respond to challenges that do not exist.

4. Flexibility - Bartol & Martin (1991:621) suggest that flexibility is required in
organizations to implement changes based on the output of the control system.
Organizations need to be flexible so as meet new or revised requirements or be
designed in a way that would permit prompt changes.

5. Cost Effective - A control system must be economically reasonable. The benefits to
be derived must be measured or compared with the costs to be incurred in
administering such a system.

6. Understandable — Outputs from the control system must be understandable and
useable by management. Outputs that are not understandable have no value to the
organization because it can cause managers to misinterpret data or worse the
outputs of the control system will end up not being utilized.

7. Reasonable Criteria - The standards set must be attainable by all managers and
employees. The control system must measures standards that challenge and
stretch people to reach higher performance levels without demotivating them or
encouraging deception. If that is not the case workers will resort to cheating.

8. Monitorable - A control system must be capable of being monitored to see if is
produces expected results.

9. Future Oriented - Control system need to help regulate future events, rather than
fix blame for past events. For a system to be effective it needs to detect the current
trend towards business objective achievement, alert management of areas that
needs corrections and uncover unforeseen opportunities that lie ahead.

SUMMARY

In this topic we examine different control mechanisms and talked about the process that
control system must employ. The topic focused on the monitoring tools that organizations
can select and the qualities of an effective control system. Lastly, we addressed the issue of
motivation theories as they relate to human behaviour.
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UNIT SUMMARY

Organizational controls can take many forms. Strategic controls help managers know
whether a chosen strategy is working, while operating controls contribute to successful
execution of the current strategy. Within these types of strategy, controls can vary in terms
of proactivity, where feedback controls were the least proactive. Outcome controls are
judged by the result of the organization’s activities, while behavioral controls involve
monitoring how the organization’s members behave on a daily basis. Financial controls are
executed by monitoring costs and expenditure in relation to the organization’s budget, and
nonfinancial controls complement financial controls by monitoring intangibles like
customer satisfaction and employee morale.

In this unit we discussed the steps that a control process should follow . Controls must be
implemented on a regular basis until the business goals are reached. We examined three
types of control: feed-forward, concurrent and feed-back. We explained that control is
intended to measure performance on them were dealt with as he human behaviour,
operations and finance and the specifics that control systems intend to control. The
gualities of an effective control were discussed.

We now know about control as a mechanism to measure employees’ performance in
relation to achievement of organization goals. It is highly important to ensure that
employees perform as expected and another way of meeting that target is through
motivating.

UNIT ASSIGNMENT

Assignment — Control System

Consider the current organization you work in or one that you hope to create. Your task is
to describe a control system that you would implement and operate for the business
under consideration. You control system plan must describe:

1. What types of things must be controlled in that organization and why?
2. What specific measures will you put in place.

3. What types of control tools and mechanisms will be used to gather and analyze
data?

4. What actions can be taken for under-performing activities?

5. What actions should be taken for activities that are performing above
expectation?

Produce and submit to your instructor for review and feedback a Control Systems Plan
that addresses the above questions. The instructor will provide details about how and
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when to submit the plan.
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COURSE SUMMARY

LESSONS LEARNED

You are encouraged to reflect upon the lessons learned from this course. You should create
your own list of lessons learned. You should note areas or topics that you would like to
explore further. Just because the course has ended you should continue to gain additional
expertise by reading Business Management and Leadership journals, articles and books.
You may even want to participate in workshops and conference in management and
leadership.

It is hoped that you will take the knowledge and skill you have learned during completion of
this course to help improve your ability to effectively manage your personnel, resources,
and finances. This course should support the entrepreneur who is just starting out and
individuals working in more mature organizations.

Good luck in the future.

COURSE JOURNAL SUBMISSION

By now your course journal should be very full. You should submit it to your instructor for

review, feedback and grading. He or she will ensure that you get your original journal back
so that you can continue to record your communications discoveries as you move forward

with your business.

COURSE EVALUATION

As a final step you are asked to complete a course evaluation. Your institution will provide
you with the form and instructions on how to complete it and submit it.

<The hosting institution should insert instructions on how to complete and submit a course
evaluation. You should include a course evaluation form as an Appendix.>
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This survey is designed to provide you with feedback about your level of preference or
comfort with leadership and management characteristics and skills.

If you have NOT performed a task before, estimate how difficult the task would be for you
to learn to perform.

Circle the number on the scale that you believe comes closest to your skill or task level. Be
honest about your choices as there are no right or wrong answers - it is only for your own
self-assessment.

Attribution: This survey was downloaded from the web site: Big Dog and Little Dog’s
Performance Juxtaposition. Available at: http://www.nwlink.com/~donclark/index.html

It is provided as means of self-discovery and discussion about leadership and management.

Very Moderately | Adequate  Moderately | Very

Strong | Strong Weak Weak

1. |l enjoy communicating with 5 4 3 2 1
others.

2. | lam honest and fair. 5 4 3 2 1

3. | I make decisions with input 5 4 3 2 1
from others.

4. | My actions are consistent. 5 4 3 2 1

5. | 1give others the information 5 4 3 2 1
they need to do their jobs.

6. | | keep focused through 5 4 3 2 1
follow-up.

7. | llisten to feedback and ask 5 4 3 2 1
questions.

8. |Ishow loyalty to the 5 4 3 2 1
company and to the team
members.

9. |Ilcreate an atmosphere of 5 4 3 2 1
growth.

10. | I have wide visibility. 5 4 3 2 1

11. | | give praise and recognition. 5 4 3 2 1
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Very Moderately | Adequate  Moderately | Very

Strong | Strong Weak Weak

12. | | criticize constructively and 5 4 3 2 1
address problems.

13. | I develop plans. 5 4 3 2 1

14. | | have a vision on where we 5 4 3 2 1
are going and set long term
goals.

15. | | set objectives and follow 5 4 3 2 1
them through to completion.

16. | | display tolerance and 5 4 3 2 1
flexibility.

17. | I can be assertive when 5 4 3 2 1
needed.

18. |  am a Champion of change. 5 4 3 2 1

19. | | treat others with respect 5 4 3 2 1
and dignity.

20. | I make myself available and 5 4 3 2 1
accessible.

21. | | want to take charge. 5 4 3 2 1

22. | | accept ownership for team 5 4 3 2 1
decisions.

23. | | set guidelines for how 5 4 3 2 1
others are to treat one
another.

24. | | manage by "walking 5 4 3 2 1
around" (the front line is the
bottom line).

25. | l am close to the business 5 4 3 2 1
and have a broad view of
where we are going.

26. | | coach team members. 5 4 3 2 1
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27.

28.

29.

30.

31.

32.

33.

34.

35.

36.

37.

Very Moderately
Strong | Strong

| determine manpower 5 4
requirements for my

department and write job

descriptions for them.

| interview and select the 5 4
most qualified candidate for
an open job position.

| provide new employees 5 4
with on-the-job training.

| determine resources, 5 4
material, and supply
requirements for my

department.
| developed a budget for my 5 4
department.
| can respond to an employee 5 4

who is upset with me or
someone else in the
organization.

| have counseled employees 5 4
who have personal problems
(family, health, financial).

| react to situations in which 5 4
the quality of an employee's
work goes into a decline.

| deal with employees who 5 4
have performance issues,

such as suspected of

substance abuse or

chronically late.

| reward employees for good 5 4
performances.
| conduct formal employee 5 4

performance appraisals.

Adequate | Moderately | Very

Weak Weak
3 2 1
3 2 1
3 2 1
3 2 1
3 2 1
3 2 1
3 2 1
3 2 1
3 2 1
3 2 1
3 2 1
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38.

39.

40.

41.

42.

43.

44,

45.

46.

47.

48.

49.

50.

| can make a presentation to
a group of peers and/or
seniors.

| write reports to be
distributed to a group of
peers and/or seniors.

| have a deep-rooted
understanding of the
functions of my organization.

| am curious.
| know how to sell.
| am a good learner.

| know how to influence
people and get support.

| admit my mistakes and take
responsibility for my actions.

| like to talk to people and |
am a great listener.

| am a good delegator.

| can separate the important
issues from inconsequential
ones.

| have integrity and can be
trusted.

| am political only when
needed.

TOTAL

Total score for all 5 columns:

SCORING

Total each of the five columns and then add the five columns together for your final score.

The maximum score is 250 while the minimum score is 50.
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Very Moderately

Strong | Strong
5 4
5 4
5 4
5 4
5 4
5 4
5 4
5 4
5 4
5 4
5 4
5 4
5 4

Final Score

Adequate | Moderately | Very

Weak
3 2
3 2
3 2
3 2
3 p
3 P
3 2
3 2
3 2
3 2
3 2
3 2
3 2

Weak

1
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As mentioned earlier, there are no right or wrong answers. This means there are no right or
wrong scores. This survey is designed to show you the areas you need to improve in. You
lowest scoring answers are the areas you need to improve. See your supervisor or training
department for resources to help you to become more proficient in your weak areas.

Use the table below for a general guideline of where you stand.
175 and above - You are well on your way to becoming a leader.
125 to 174 - You are getting close.

124 and below - Don't Give up! Many before you have continued with their studies to
become some of the finest leaders around.
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