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Unit One
[\ Company Organization
~~—-and Management

Part One Lead-in and Warming-up

U2 Lead-in

Companies should be well-organized and have good management. Management includes
a lot of factors and different companies need different organizational structures. This unit will
take a close look at the basic aspects of management and the different types of company
structures.

Warming-up

You are required to discuss the following questions in groups and then present your group
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idea to the whole class.
(1)Can you list some factors of management?
(2) What is your understanding of successful management?

(3) Do you know the names of different company structures?

Part Two Texts

What Management Is and Why Management Is Needed

Management is the process of planning and decision making, organizing, leading, and
controlling an organization’s human, financial , physical, and information resources to achieve
organizational goals in an efficient and effective manner.

1. Functions of Management

(1)Planning and Decision Making; Determining Courses of Action

In its simplest form,planning means determining an organization’s goals and deciding how
best to achieve them. Decision making, a part of the planning process, involves selecting a
course of action from a set of alternatives. Planning and decision making help maintain
managerial effectiveness by serving as guides for future activities.

(2) Organizing ; Coordinating Activities and Resources

Once a manager has developed a workable plan, the next phase of management is to
organize people and other resources necessary to carry out the plan.

(3) Leading : Motivating and Managing Employees

The leading function consists of four different activities. One is motivating employees to
expend effort'. The second aspect of leading is leadership itself. The third part of leading is
dealing with® groups and group processes. Finally, communication is the fourth component of
leading.

(4) Controlling : Monitoring and Evaluating Activities’

As the organization moves toward its goal, management must monitor its progress. It must
make sure the organization is performing in such a way as to arrive at its “destination” at the

appointed time*.
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2. Management as Both Art and Science

Management is a combination of both art and science,and this combination is not a fixed
proportion but is found in varying proportions in different situations.

In general, effective managers use the scientific approach in making decisions. In many
aspects of planning, leading, communicating and dealing with the human element, however,
managers must also use the artistic approach. In short, management is not so much a hard
science’ ,like chemistry or physics, but rather it has more in common with the social science
such as psychology and sociology®.

Management is needed in organizations because without it people would go off on their own
and work toward obtaining their own objectives independently of others. Without management
in organizations, effort would be wasted. Therefore, management is needed to (1) reach
objectives, (2) maintain balance between conflicting goals, and @) achieve efficiency and
effectiveness.

(1)To Reach Objectives

Management is needed to reach organizational and personal objectives. This need was well
expressed by Lawrence A. Appley, past president of American Management Association,when
he said, “ The basic function of management is to attain objectives through action taken by the
members of the organization. Since dynamics are the forces which produce the action and
motion, it follows that dynamics of the management are those forces which produce the action
which is required. Those forces of management do not just happen. They must be given
impetus by managers. ”

The objective of most public and private organizations is to perform a service for the
public. To be sure,private firms are expected to receive a profit from their operations,but in a
capitalistic economy, this is acceptable and even considered to be in the public interest. Even
in profit-oriented firms, however, the objective must be to perform a service for others in order to
make a profit for the owners. Therefore,if you want to be a manager in a private business, you
must keep in mind the need to have “profitable service” as your company objective. The
reason for this is that if the firm stops giving service, people will no longer patronize it, and
profit will not result. If there are no profits, however, the company will soon be unable to
perform the needed service.

(2)To Maintain Balance between Conflicting Goals

It should be emphasized at this point that managers need to maintain balance among the
conflicting objectives, goals and activities of members of an organization. There must be a
balance between such things as income and expenditures, individual and internal expenditure,
the services offered versus the costs involved,and the demands of different groups.

As shown , management holds in trust the interest of many different groups. It performs the
function of stewardship on behalf of the owners,who are seeking a satisfactory return on their

investment. The return may be profits (as in a business) or service (as in city, state or federal

"
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government ) . It must also consider the best interest of the employees,who seek good pay, safe
and comfortable working conditions, fair and equitable treatment, the greatest possible job
security, and more time off. The interest of the public including consumer groups,
environmentalists, and civil rights advocates, must be looked after. Management must also
please its customers, clients and consumers, for without them the organization would be without
purpose. Others such as creditors, suppliers, union leaders and trade associations must also be
considered. Finally, management must satisfy the needs and demands of various governments.
If management favors one group at the expense of the others, it will,in the long run,tend to
create an imbalance that will be detrimental to the organization.

(3)To Achieve Efficiency and Effectiveness

An organization’s performance can be measured in many different ways. Two of the most
common ways are in terms of efficiency and effectiveness.

Efficiency , the ability to “get things done correctly” ,is a mathematical concept, as it is the
ratio of output and input. An efficient manager is the one who achieve higher outputs ( results,
productivity and performance ) relative to the inputs (labors, materials, money, machines and
time) needed to achieve them. In other words, managers who can minimize the cost of
resources used to attain a given output are considered efficient. Or, conversely, the manager
who can maximize output for a given amount of input is considered efficient.

Effectiveness is the ability to “do the right things” ,or to get things accomplished. This
includes choosing the most appropriate objectives and the proper methods of achieving the

‘.

objectives. That is, effective managers select the “right” things to do and the “right” methods

for getting them done.

Vocabulary

1. efficient adj. #ZFE5H

2. effective adj. Hak#y, AR

3. manner n. # X, HX, FiE

4. course n. 4TEhF @, B, FA4T

5. action n. T3, f7H, &

6. coordinate ». (f£) Wil

7. workable adj. 1% TATH

8. consist v. @-eeee AR, W #] A%,
9. expend w. H, e, Ak, AL

10. appointed adj. #E 48, i5EH
11. proportion n. 4331

12. aspect n. 7 @

13. artistic adj. Z K8
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14. psychology n. &

15. sociology n. #4&%F

16. dynamics n. (ARFHE) HMEMERGF X
17. impetus n. Zh7h, #lk

18. patronize v. 2% KR

19. stewardship n. &2, LR TH

20. equitable adj. 2-FAFEHY

21. advocate n. IIFH

22. creditor n. fRBRA, tHE

23. detrimental adj. HE#, KA

Notes

1. One is motivating employees to expend efforts. B AEEBHR T RAELER K
0o

2. deal with &32

3. monitoring and evaluating activities M 53F M E3)

4. ... performing in such a way as to arrive its “destination” at the appointed time.
""" FiX M — APy XiBAT, Bp 48 R 69} E) A ) A 49 B 4%,

5. In short, management is not so much a hard science, ... RmEZ, FEZFREZ
FRH 8 — [TRRAL S, oo

6. ... but rather it has much more in common with the social sciences such as psychology
and sociology. - mALSCESY HLEFERALHAFAHELZHHARZIL,
Exercises

1. Single Choice

You are required to pick up the most appropriate choice according to your understanding of
the text.

(1) The process of planning, organizing, leading, and controlling resources to achieve
organization goals is

A. management B. organization

C. strategic planning D. administration

(2) Which of the following is not a managerial function?

A. Organizing activities.

B. Controlling organizational activities.

C. Efficiently obtaining resources.

D. Leading.
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(3) Goals toward which an organization might work include
A. profit B. social satisfaction

C. growth in sales D. all the above

2. Blank Filling

You are required to complete the blanks with the words given below. Change the form when

necessary.
process coordinate  carry out workable expend appoint
efficient course consist destination motivate effective
(1) Extensive tests have been on the patient.

(2)Our luggage was checked all the way through to our final

(3) Aspirin is a simple but highly treatment.
(4) They him captain of the Chinese team.
(5) A new manager came here to the work of the team.

(6)I'm afraid getting things changed will be a slow

(7)She is very good at her students.

(8)She all her efforts on the care of home and the children.

3. Translation

You are required to translate the following paragraphs into Chinese.

(1) The leading function consists of four different activities. One is motivating employees
to expend effort. The second aspect of leading is leadership itself. The third part of leading is
dealing with groups and group processes. Finally, communication is the fourth component of

leading.

(2) In general, effective managers use the scientific approach in making decisions. In
many aspects of planning, leading, communicating and dealing with the human element,

however, managers must also use the artistic approach.
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Time for the‘Big Small” Company

With speed increasingly seen as the key to competitive advantage , the dream is to marry
control of an established company with the responsiveness of a start-up. Advances in IT now
mean that the“big small” company is finally feasible'.

In the hierarchical companies of the 1960s and 1970s, information moved slowly and
channels of communication were limited. Over the past few years, however, large companies
have come under ever-increasing pressure to collect, process and distribute information more
quickly in order to compete with smaller, more nimble rivals. The key challenge facing any
sizeable organization today is how to achieve responsiveness without losing the control inherent
in a hierarchical structure.

All types of organization are controlled through two sets of processes. Operating processes
define how a company produces, sells, distributes and supports its products and services.
management processes define how a company directs, coordinates and controls these operations.
Typical management processes include planning,budgeting and human resource management.

Traditional hierarchical organizations control operating processes through standardization of
jobs. These jobs are separated into sequential steps and carried out through direct supervision.
However ,the line workers lack both the authority and motivation to improve these routine tasks
is limited by their local view of the business. Management processes in such companies are also
hampered by the time it takes to recognize that change is needed. Thus,hierarchical control is
only truly effective in relative stable business environments where change happens slowly.

Entrepreneurial organizations, on the other hand, allow fast response without any loss of
control. Daily personal interactions between the owners and employees ensure flexibility and
responsiveness, while instant feedback
ensures effective control. However, as the
company becomes larger and more
complex , this control breaks down and more
structured  operating and management
processes are required.

An information age organization can
manage the complexity of the large
hierarchical structure without losing the

speed of entrepreneurial start-up. IT plays
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a critical role. It coordinates complex fast-cycle operating processes and, more importantly,
gives decision-makers quick access to detailed, real-time information about operations and
market performance. Once all this information is flowing, employees can quickly evaluate their
decisions and continually refine both strategy and operations. Organizational control then
becomes a dynamic, information-enabled learning process rather than a static monitoring
system.

However, although IT makes the*big small” company possible, it cannot motivate people to
use information in order to act on behalf of the organization. The challenge for organizations is
therefore to ensure that managers and employees share the same perspective on the business

and are motivated to accomplish the same goals.

Vocabulary

1. hierarchical adj. BE% 4%

2. responsiveness n. ‘Bik R N EE A

3. entrepreneurial adj. 48y, £ K

4. start-up n. FIENE], A G F)
Notes

1. With speed increasingly seen as the key to competitive advantage, the dream is to
marry control of an established company with the responsiveness of a start-up. Advances in IT
now mean that the “big small” company is finally feasible. o4~ ik &A% kAR IA A 2
KAZHFHSHXE, AMaisAieEfie oo TR N Fo XN M hig R
B EEAR KR, BERRGHEY TohkF “REFAH™ DKM ATRATITH
%o

Exercises

Discuss the following questions in groups and then present your group idea to the whole
class.

(1) What are the advantages and disadvantages of each company structures?

(2) What is the difference between operating and management processes?

(3)How do hierarchical companies ensure control of operating system?

(4)How can entrepreneurial companies be responsive and retain control?

(5) Why doesn’t information alone guarantee effective management?
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Part Three Business Simulation

Sample

In this section ,you will learn three levels of management.

Levels of Management

Most organizations have three management levels: low-level , middle-level , and top-level
managers. These managers are classified in a hierarchy of authority, and perform different
tasks. In many organizations, the number of managers in every level resembles a pyramid.
Each level is explained below in specifications of their different responsibilities and likely job
titles.

Top-level Managers

They consist of board of directors, president, vice-president, CEO, etc. They are
responsible for controlling and overseeing the entire organization. They develop goals, strategic
plans, company policies, and make decisions on the direction of the business. In addition,
top-level managers play a significant role in the mobilization of outside resources and are
accountable to the shareholders and general public. They should have a broadened
understanding of how competition, world economies, politics and social trends effect
organizational effectiveness.

Middle-level Managers

They consist of general managers, branch managers and department managers. They are
accountable to the top management for their department’s function. They devote more time to
organizational and directional functions. Their roles can be emphasized as executing
organizational plans in conformance with the company’s policies and the objectives of the top
management. They define and discuss information and policies from top management to lower
management ,and most importantly they inspire and provide guidance to lower level managers
towards better performance. Some of their functions are as follows:

—Designing and implementing effective group and intergroup work and information
systems.

—Defining and monitoring group-level performance indicators.

—Diagnosing and resolving problems within and among work groups.

—Designing and implementing reward systems supporting cooperative behavior.

Low-level Managers

They consist of supervisors, section leads, foremen, etc. They focus on controlling and

.9.



