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Lesson One

Managers and Management

Who are managers?

Managers work in a place we call an organization. There-
fore, before we can identify who managers are, it is important to
clarify what we mean by the term organization.

An organization is a systematic arrangement of people to ac-
complish some specific purpose. Your cbllege or univetsity is an
organization. So are government agencies, churches, department
stores and business corporations. The reason that these are all or-
ganizations is that they all have three common characteristics.
First, each has a distinct purpose. This purpose is typically ex-
pressed in terms of a goal or set of goals. Second, each is com-
posed of people. Third, all organizations develop some type of sys-
tematic structural arrangement that defines and limits the behavior
of its members. This would include, for example, the creation of
rules and regulations, identifying some members as “bosses” and
giving them authority over other members, or writing up job de-
scriptions so members know what they are supposed to do. So,
when we use the term organization, we are talking about some en-

1



tity that has a distinct purpose, includes people or members, and
contains some type of systematic structure.

Managers work in organizations, but not everyone in an or-
ganization is a manager. For simplicity’s sake, we can divide or-
ganizational members into one of two categories—operatives or
managers. Operatives are those who work directly on some job or
task and have no responsibility for overseeing the work of others.
In contrast, managers are unique from operatives singularly be-
cause managers direct the activities of other people. Managers may
have some operative responsibilities. Our definition presumes that
a manager has subordinates. Also, we classify managers as either
first-line, middle, or top. First-line managers are usually called .
supervisors. Middle managers may have titles such as department
or agency head, project leader, unit chief, district manager, dean,
or division manager. Top managers typically have titles such as
vice-president, president, managing director, chairman of the

board.
What is management and what do managers do?

When we use the term management, we mean the process of
efficiently getting activities completed with and through other peo-
ple. The process represents the functions or primary activities en-
gaged in by managers. These functions are typically labeled plan=
ning. otganizing, leading, and controlling. We will give a brief
explanation of each of these later.

Efficiency is a vital part of management. It refers to the rela-
tionship between inputs and outputs. If you get more outpi.lt for a
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given input, you have increased efficiency. Similarly, if you get
the same output from less input you again increase efficiency.
Since managers deal with input resources that are scarce—money,
people, equipment—they are concerned with the efficient use of
these resources. Management, therefore, is concerned with mini-
mizing resource costs.

It is not enough to be merely efficient. Management is also
concerned with getting activities completed; that is, it seeks effec-
tiveness. When managers achieve their organization’s goals, we
say they are effective. So efficiency is concerned with means, and
effectiveness with ends.

Efficiency and effectiveness are interrelated. For instance, it
is easier to be effective if one ignores efficiency. Seiko could pro-
duce more accurate and attractive watches if it disregarded the la-
bor and material input costs. Some U. S. federal agencies have
been regularly attacked on the ground that they are reasonably ef-
fective but extremely inefficient. That is, they get their job done
but at a very high cost. So management is not only concerned with
getting activities completed (effectiveness), but doing so as effi-
ciently as possible. High efficiency is more typically associated
with high effectiveness. And when we see examples of poor man-
agement, it is most often a case of both inefficiency and ineffec—

tiveness. or effectiveness achieved through inefficiency.
Management functions

The basic management functions are: planning, orgainzing,
leading, and coritrolling. Let’s briefly define what each of these
3



functions encompasses.
1. Planning

Since organizations exist to achieve some purpose. someone
has to define that purpose and the means for its achievement.
Management is that someone. The planning function encompasses
defining the organization’s goals, establishing an overall strategy
for achieving these goals, and developing a comprehensive hierar-
chy of plans to integrate and coordinate activities.
2. Organizing

Managers are also responsible for designing the organization’s
structure. We call this function organizing. It includes the deter-
mination of what tasks are to be done, who is to do them, how the
tasks are to be grouped, who reports to whom, and where deci-
sions are to be made.
3. Leading

Every organization contains people, and it is management’s
job to direct and coordinate these people. This is the leading func-
tion. When managers motivate subordinates, direct the activities
of others, select the most effective communication channel, re-
solve conflicts among members, or overcome members’ resistance
to change, they are engaging in leading.
4. Controlling

The final function managers perform is controlling. After the
goals are set: the plans formulated: the structural arrangements
delineated; and the people hired, trained, and motivated, there is
still the possibility that something may go amiss. To ensure that
things are going as they should, management must monitor the
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organization’s performance. Actual performance must be compared
with the previously set goals. If there are any significant devia-
tions, it is managément’s job to get the organization back on track.
This monitoring, comparing, and potential correcting is what we

mean when we refer to the controlling function.
Why study management?

Many young people are planning a career in management. It
may be in personnel management, operations management, finan-
cial management, marketing management, engineering manage-
ment, or in some other area, eventually leading to a position with
managerial authority. For individuals with such plans, an under-
standing of basic management concepts, such as presented in this
book. will establish a foundation for further study and practice.
But it would be naive to assume that everyone who studies man-
agement is planning a career in management. A course in manage-
ment may be a requirement for the degree you want. But does that
make the material in this book irrelevant? No, not at all! Assum-
ing you plan on working for a living and recognizing that almost
all of us wotk in organizations, you face the reality that you will
either manage or be managed. For those in the latter category.
you can gain a great deal of insight into the way your boss behaves
and into the internal workings of organizations through the study
of management. You don’ have to want to be a manager to gain

something relevant from the study of management!
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Notes

1. An organization is a systematic arrangement of people to ac-
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