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INTRODUCTION

I:INTRODUCTION TO MANAGEMENT
AND ORGANIZATIONS

THE DEFINITION OF MANAGEMENT

What do managers have in common? They get things done
through their organizations. Getting things done through people and
other resources and providing direction and leadership are what man-
agers do. Moreover, management often is considered universal be-
cause it uses organizational resources to accomplish goals and attain
high performance in all types of profit and not-for-profit organiza-
tions. This, our definition of management is as follows:

Management is the attainment of organization goals in an effec-
tive and efficient manner through planning, organizing, leading and
controlling organizational resources.

There are two important ideas in this definition: 1) The four
functions of planning, organizing, leading,and controlling; 2) The
attainment of organizational goals in an effective and efficient man-
ner.

Efficiency refers to getting the most output from the least
amount of inputs. Because managers deal with scarce inputs - in-

cluding resources such as people, money, and equipment - they are
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concerned with the efficient use of those resources. For instance, at
the factories in Cincinnati, where employees make body braces and
supports, canes, walkers, crutches, and other medical assistance
products, efficient manufacturing techniques were implemented by
cutting inventory levels, decreasing the amount of time to manufac-
ture products, and lowering product reject rates.

Effectiveness is often described as “doing the right things” -
that is, those work activities that will help the organization reach its
goals. For instance, at the factories, goals included open communi-
cation between managers and employees and cutting costs. Through

various work programs, these goals were pursued and achieved.
MANAGEMENT FUNCTIONS

In the early part of the twentieth century, a French industrial-
ist proposed that all managers perform five management functions:
planning, organizing, commanding, coordinating, and controlling.
In the mid-1950s, a management textbook first used the functions
of planning, organizing, staffing, directing, and controlling as a
framework . Most management textbooks still continue to be orga-
nized around the management functions, although they have been
condensed down to four basic and very important functions: plan-
ning, organizing, leading, and controlling.

1. Planning

Planning defines where the organization wants to be in the fu-
ture and how to get there. Planning means defining goals for future
organizational performance and deciding on the tasks and use of re-
sources needed to attain them.

A lack of planning - or poor planning - can hurt an

organization’s performance, however. For example, clothing retailer
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Merry-Go-Round, a once-ubiquitous presence in malls across Ameri-
ca, slid into bankruptcy and ultimately disappeared as a result of
poor planning .

2.0Organization

Organizing typically follows planning and reflects how the orga-
nization tries to accomplish the plan. Organizing involves the assign-
ment of tasks, the grouping of tasks into departments, and the allo-
cation of resources to departments. For example, Honeywell man-
agers reorganized new product development into*tiger teams” con-
sisting of marketing, engineering, and design employees. The new
structural design reduced the time to produce a new thermostat from
4 years to 12 months. Many companies today are following
Honeywell’s lead by reorganizing into teams that have more respon-
sibility for self-management.

3.Leading

Providing leadership is becoming an increasingly important
management function. Leading is the use of influence to motivate
employees to achieve organizational goals. Leading means creating a
shared culture and values, communicating goals to employees
throughout the organization, and infusing employees with the desire
to perform at a high level. Leading involves motivating entire de-
partments and divisions as well as those individuals working immedi-
ately with the manager. In an era of uncertainty, international com-
petition, and a growing diversity of the workforce, the ability to
shape culture, communicate goals, and motivate employees is critical
to business success.

4.Controlling

The final management function managers perform is control-

ling. After the goals are set and the plans are formulated, the struc-
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tural arrangements determined, and the people hired, trained, and
motivated, there has to be some evaluation of whether things are go-
ing as planed. To ensure that work is going, as it should, managers
must monitor and evaluate performance. Actual performance must
be compared with the previously set goals. If there are any signifi-
cant deviations, it’s management’s job to get work performance back
on track. This process of monitoring, comparing, and correcting is

what we mean by the controlling function.
MANAGEMENT SKILLS

A manager’s job is complex and multidimensional and requires a
range of skills. Some management theorists propose a long list of
skills. The necessary skills for managing a department or an organi-
zation can be summarized in three categories: conceptual, human,
and technical. The application of these skills changes as managers
move up in organization. Though the degree of each skill necessary
at different levels of an organization may vary, all managers must
possess skills in each of these important areas to perform effectively.

1.Conceptual Skills

Conceptual skills are the cognitive ability to see the organization
as a whole and the relationship among its parts. Conceptual skill in-
volves the manager’s thinking, information processing, and planning
abilities. It involves knowing where one’s department fits into the
total organization and how the organization fits into the industry,
the community, and the broader business and social environment. It
means the ability to“think strategically” - to take the broad, long-
term view .

Conceptual skills are needed by all managers but are especially

important for managers at the top. They must perceive significant
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elements in a situation and broad, conceptual patterns.

As managers move up the hierarchy, they must develop concep-
tual skills or their promo ability will be limited. A senior engineering
manager who is mired in technical matters rather than thinking
strategically will not perform well at the top of the organization.
Many of the responsibilities of top managers, such as decision-mak-
ing, resource allocation, and innovation, require broad views.

2.Human Skills

Human skills are the manager’s ability to work with and
through other people and to work effectively as a group member.
This skill is demonstrated in the way a manager relates to other peo-
ple, including the ability to motivate, facilitate, coordinate, lead,
communicate, and resolve conflicts. A manager with human skills
allows subordinates to express themselves without fear of ridicule
and encourages participation. A manager with human skills likes
other people and is liked by them.

In recent years, awareness of the importance of human skills
has increased. Such books as In Search of Excellence and A Passion
for Excellence were among the first to stress the need for managers
to take care of the human side of the organization. As globalization,
workforce diversity, and competition for highly skilled knowledge
workers increase, human skills become even more crucial. A recent
survey by Fortune magazine found that managers, human skills are
important to employee motivation and retention as well as to overall
organizational performance.

3.Technical Skills

Technical skills are the understanding of and proficiency in the
performance of specific tasks. Technical skill includes mastery of the

methods, techniques, and equipment involved in specific functions
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such as engineering, manufacturing, or finance. Technical skill also
includes specialized knowledge, analytical ability, and the competent
use of tools and techniques to solve problems in that specific disci-
pline.

Technical skills are particularly important at lower organiza-
tional levels. Many managers get promoted to their first manage-
ment job by having excellent technical skills. However, technical
skills become less important than human and conceptual skills as

managers move up the hierarchy.
MANAGEMENT SYSTEMS

Another way to look at the manager’s job is from the perspec-
tive of managing systems. A system is a set of interrelated and inter-
dependent parts arranged in a manner that produces a unified whole.
It’s a concept taken from the physical sciences and applied to organi-
zations. The two basic types of systems are closed and open. Closed
systems are not influenced by and do not interact with their environ-
ment. In contrast, open systems dynamically interact with their en-
vironment. Today, when we call organizations systems, we mean
open systems, that is, an organization that constantly interacts with
its environment. As you can see, an organization takes in inputs
(resources) from the environment and transforms or processes these
resources into outputs that are distributed into the environment.
The organization is “open” to its environment and continually inter-
acts with that environment.

Systems researchers envisioned an organization as being made
up of “interdependent factors, including individuals, groups, atti-
tudes, motiwes, formal structure, interactions, goals, status, and

authority” .. Using this approach, then, the job of a manager is to
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coordinate the work activities of the various parts of the organization
and ensure that all the interdependent parts of the organization are
working together so that the organization’s goals can be achieved.

In addition, the systems view of a manager’s job implies that
decisions and actions taken in one organizational area will affect oth-
ers and vice versa.

Finally, an important part of a manager’s job is recognizing and
understanding the impact of the various external factors. The open
systems approach recognizes that organizations are not self-con-
tained. They rely on their environment for essential inputs and as
sources to absorb their outputs. No organization can survive for long
if it ignores government regulations, supplier relations, or the varied

external constituencies upon which it depénds.
MANAGEMENT TYPES

Managers use conceptual, human, and technical skills to per-
form the four management functions of planning, organizing, lead-
ing, and controlling in all organizations - large and small, manufac-
turing and service, profit and not-for-profit. But not all managers’
jobs are the same. Managers are responsible for different depart-
ments, work at different levels in the hierarchy, and meet different
requirements for achieving high performance.

1. Vertical Differences

An important determinant of the manager’s job is hierarchical
level. Top Managers are at the top of the hierarchy and are responsi-
ble for the entire organization. They have such titles as president,
chairperson, executive director, chief executive officer ( CEO), and
executive vice-president. Top managers are responsible for setting

organizational goals, defining strategies for achieving them; moni-
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toring and interpreting the external environment, and making deci-
sions that affect the entire organization. They look to the long-term
future and concern themselves with general environmental trends
and ‘the organization’s overall success. Today more than ever before,
top managers must engage the unique knowledge, skills, and capa-
bilities of each employee.

Middle Managers work at middle levels of the organization and
are responsible for business units and major departments. Examples
of middle managers are department head, division head, manager of
quality control, and director of the research lab. Middle managers
typically have two or more management levels beneath them. Middle
managers generally are concerned with the near future and are ex-
pected to establish good relationships with peers around the organi-
zation, encourage teamwork, and resolve conflicts.

The middle manager’s job has changed dramatically over the
past two decades. During the 1980s and early 1990s, many organi-
zations became lean and efficient by lying off middle managers and
slashing middle management levels. Traditional pyramidal organiza-
tion charts were flattened to allow information to flow quickly from
top to bottom and decisions to be made with greater speed.

Today’s middle manager, rather than managing the flow of in-
formation up and down the hierarchy, is responsible for creating a
horizontal network, since most work is now organized around teams
and projects. Strong project managers are in white-hot demand
throughout the corporate world. A project manager is responsible
for a temporary work project that involves the participation of people
from various functions and levels of the organization, and perhaps
from outside the company as well. Today’s middle manager may

work with a variety of projects and teams at the same time, some of
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which cross-geography and culture as well as functional boundaries.
In this environment, middle managers need new skills: the ability to
inspire and motivate; negotiating skills; a willingness to listen and
ability to communicate clearly; conscientiousness and integrity; and
the ability to manage change and conflict.

First-line Managers are directly responsible for the production
of goods and services. They are the first or second level of manage-
ment and have such titles as supervisor, line manager, section chief,
and office manager. They are responsible for groups of no manage-
ment employees. Their primary concern is the application of rules
and procedures to achieve efficient production, provide technical as-
sistance, and motivate subordinates.

2.Horizontal Differences ,

The other major difference in management jobs occurs horizon-
tally across the organization. Functional managers are responsible for
departments that perform a single functional task and have employ-
ees with similar training and skills. Functional departments include
advertising, sales, finance, human resources, manufacturing, and
accounting. Line managers are responsible for the manufacturing
and marketing departments that make or sell the product or service.
Staff managers are in charge of departments such as finance and hu-
man resources that support line departments.

General Managers are responsible for several departments that
perform different functions. A general manager is responsible for a
self-contained division and for all of the functional departments.
Project managers also have general management responsibility, be-
cause they coordinate people across several departments to accom-

plish a specific project.
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I : MANAGEMENT YESTERDAY
AND TODAY

HISTORICAL BACKGROUND

.Organized endeavors directed by people responsible for plan-
ning, organizing, leading, and controlling activities have existed for
thousands of years. The Egyptian pyramids and the Great Wall of
China, for instance, are tangible evidence that projects of tremen-
dous scope, employing tens of thousands of people, were undertaken
well before modern times. The pyramids are a particularly interest-
ing example. Regardless of what managers were called at the time,
someone had to plan what was to be done, organize people and ma-
terials to do it, lead and direct the workers, and impose some con-
trols to ensure that everything was done as planned.

Another example of early management can be seen during the
1400s in the city of Venice, Italy, a major economic and trade cen-
ter. The Venetians developed an early form of business enterprise
and engaged in many activities common to today’s organizations.
For instance, the Venetians had a warehouse and inventory system
to monitor its contents, personnel (human resource management)
functions required to manage the labor force, and an accounting sys-
tem to keep track of revenues and costs.

These examples from the past demonstrate that organizations
have been around for thousands of years and that management has
been practiced for an equivalent period. However, two pre-twenti-

eth-century events played particularly significant roles in promoting
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the study of management.

First, in 1776, Adam Smith published a classical economics
doctrine, The Wealth of Nations, in which he argued the economic
advantages that organizations and society would gain from the divi-
sion of labor, the breakdown of jobs into narrow and repetitive
tasks. Smith concluded that division of labor increased - productivity
by increasing each workers skill and dexterity, by saving time lost in
changing tasks, and by creating laborsaving inventions and machin-
ery.

The second, and possibly most important, pre-twentieth-centu-
ry influence on management was the Industrial Revolution. Starting
in the eighteenth century in Great Britain, the revolution had
crossed the Atlantic to America by the end of the Civil War. The
major contribution of the Industrial Revolution was the substitution
of machine power for human power, which, in turn, made it more
economical to manufacture goods in factories rather than at home.
These large, efficient factories using power-driven equipment re-
quired managerial skills.

The development of management theories has been character-
ized by differing beliefs about what managers do and how they
should do it. In the next sections we present the contributions of
four approaches. Scientific management looked at management from
the perspective of improving the productivity and efficiency of manu-
al workers. General administrative theorists were concerned with
the overall organization and how to make it more effective. Then a
group of theorists focused on developing and applying quantitative
models to management practices. Finally, a group of researchers
emphasized human behavior in organizations, or the “people” side of

management.



