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Part One Fundamentals of
Management

Unit 1

=

What is Management

Everyone seems to have an opinion about the meaning of management . Unfortunately, the
opinions are usually sated in complex terms and shed litile light on what management is.
Perhaps the most succinct description of management was offered by early management
scholar and theorist Mary Parker Follett. She stated that management is the “art of getting
things done through people.” In other words, the manager coordinates the work of others to
accomplish goals that might not be achievable by an individual. Thus management will be
defined as the application of planning, organizing, staffing, directing, and controlling
functions in the most efficient manner possible to accomplish meaningful organizational
ohjectives.

The theme of our definition of management is that a central person must—by using
such skill as decision making, communication, and objective setting—coordinate the work
activities of others to achieve organizational objectives. Research has highlighted a direct
relationship between the clarity of organizational objectives and business success. The
successful management team develops clear objectives and enthusiastically undertakes
programs and projects to accomplish them.

Objectives are desired results or targets to be reached by a certain time. Objectives are
specific, state what is to be accomplished, and indicate when it will be achieved . On the other
hand, goals are broadly stated general guidelines that an organization or individual seeks to

e 1 .



. Business Management

achieve . Objectives are important for several reasons:

*To focus attention on the organization’s mission. Objectives give specific purpose to
the organization. Managers initiate actions designed to bring an organization’s resources to
bear on the objectives.

*To help integrate the work of the organization.Objectives provide a means for setting
priorities and resolving conflict between departments and subunits.

*To help measure an organization’s performance. Objectives provide a target to be
achieved and a benchmark of how well the firm is doing.

Organizations have multiple sets of objectives. Four important levels of objectives are
organizational , departmental , subunit ,, and individual.

c Organizational Objectivesj

The overall objectives of a firm are the responsibility of the top management group—
typically the chief executive officer and staff, with the assistance and concurrence of the
board of directors. In short, they represent the thinking of the executive level of
management . Top managers, however, cannot act without having a great deal of information
and intelligence passed up the line from the levels below.

Ford Motor Co. provides a good example of the role played by Organizational objectives.
After losing over $3 billion early in the decade, Ford became the comeback story of the
1980s, the world’s most profitable car company. Ford established the highest quality
objectives in the industry and pushed the responsibility for meeting these objectives down into
the ranks of workers. The objective set in 1980 was to increase Ford’s market share during
the decade by at least 5 percent. This objective for market share was specific and clearly
communicated . By January 1,1991, Ford had increased its share by three percentage points to
23 percent, while General Motors had shrunk nine percentage points to 35 percent. The push
for quality in all Ford products has eamned the firm a solid reputation in the marketplace.

e Departmental Obj ectives]

The Northeast Insurance Company relies on its sales force to sell policies. In 1990 the
..



sales team decided to set an objective of capturing at least 8 percent of the Chicago-Calumet
regional market by 1995. The ambitious five-year objective means the sales department will
have to increase its market share from 3.6 percent to 8 percent in only five years. An
increase in market share means that someone else’s business must be taken away, a hard task

in the insurance industry.

o Subunit Objectives ]

The operations department of Scott Manufacturing, Inc. , is divided into three teams.
Each team, which includes technicians, operators, and material-handling personnel, has an
informal leader and a team nickname—Wildcats, Pirates, and Copperheads. These teams
compete to be the most productive group in the department without sacrificing product
quality . Each team sets objectives for specific quantities and quality, and it outlines a plan for
achieving the objectives and a set of target dates. At Scott the subunit sets objectives; the
organizational and departmental objectives described above are usually first set within the

framework of a formal organization.

° Individual Objectives )

Dan Chubrich has been employed at Ford’s Chicago assembly plant for 15 years. Dan’s
boss wants him to become certified as a quality control inspector.Dan wants to attend the
quality control training program but has put it off for six years in a row. Whenever he
planned to attend the program, some personal problem (such as too much unfinished work or
a family crisis) prevented him from taking the course.

After one of his closest friends attended the program, Dan finally began to outline a set
of objectives. He has established July as the starting date to enroll in the program. He will
also have to help his boss find someone to operate his spot on the line while he attends the
program. Dan’s individual objectives are somewhat different than Ford’s overarching
organizational objective. However, they are just as important and challenging.

Objectives serve as targets for both managers at the top of an organization and those who
work with operating employees. They are the specific guide-posts around which the entire
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usiness Management

management group focuses. If the objectives are clear, challenging, meaningful, and
measurable , the organization will have the standards to judge whether managers are efficiently
performing the functions of management.

New Words

succinet adj. expressed briefly and clearly; concise & B B ; 18] 325 B4 5 87
B/ : a succinct summary of the argument 3£ s ) HE B

succinctly adv . succinctness n.

description n. saying in words what sh/sth is like Xf 3 A [ FHY) | H#H
2SN Z
scholar n. 1 student who has been awarded money after a competitive

exam, etc, to be used to finance his education JE &4 H)
224E . a British Council scholar 3R H L &R E SR
24 .2 person who studies an academic subject deeply 7

theorist n . person who forms theories FHIE

theme n. subject of a talk, a piece of writing or a person’s thoughts;
topic GRIGEFBVER) 1/ ; GEAMEH) LB H

coordinate v. cause different parts to function together efficiently {3 £5- &8
Zigvi!

highlight v . give special attention to (sth) ; emphasize X (32 #))F LA
FRARER ;R

clarity n. clearness; lucidity {5 % ; B B ; 78 1 : clarity of expression,
thinking, vision 3% R4 MRIFEEE

guideline n. by which one is guided; an indication or outline of policy or
conduct 83 ¢t

integrate v. A and B/ A with B combine sth in such a way that it
becomes fully a part of sth else (HRBY 5 H —BYL
CRLC)R: 3N

priority n. thing that is (regarded as) more important than others ({1
R EY

subunit n. unit of the inferior level YK L0V , Y. 5L7T
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benchmark n.
multiple adj.
concurrence 1.
comeback n.

shrink v.

nickname n.

overarching adj .

shed light on
be defined as
focus on

in short

pass up

at least

be divided into
put off

prevent from

enroll in

something that serves as a standard by which others may be
measured or judged &AL A

having or involving many individuals, items or types & ZFf |
MR LKA

a concurrence ( similarity) of ideas, views, etc B W, . W2
F—-H

a return to a former position or condition & J&, k&

(cause sth to) become smaller, esp because of moisture or

heat or cold (fE5E%) W48 (LIKHI 28 . Z K2 BT
)&%

familiar or humorous name given to a person instead of or as
well as his real name, often a short form of the real name, or
a reference to the person’s character, etc ZFRK; 45 ;i% 4 ;
55

dominating or embracing all else & — I, G186 — I
(B#5)

New Phrases and Idiomatic Expressions

make sth clearer (B, #2-.---. FRE

the meaning of sth be stated precisely as # & X K
concentrate (one’s attention,etc) on FEAEFE -+ o]
in a few words, briefly &1 5

pass sth to the higher level [1]_I &%

not less than £/

be broken into parts, be separated 44} K

postpone, delay #EiR

stop or hinder sb/sth 4

become or make sb a member & i, #} 4 £
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N oles

staffing AR

organizational objectives HA B bR

decision o 1

management team ’é‘ﬁ@ BA P %IEEJ:

chief executive officer( CEQ) BREHRTE

board of directors EHES

market share kbl

departmental objectives BI18 4R

subunit objectives FH¥F

material-handling personnel YIREHEAR

individual objectives A H iR

quality control inspector FFEERRER

employee JB R

guide-posts S HE
Exercises

1. Answer the following questions.

(1) What is the definition of management? And in your opinion, what is the theme of the
definition?

(2)Why are objectives important to an organization?

(3) According to the article, organizations often have 4 levels of objectives. Please state
them from the highest level to the lowest one.

(4)Ford’s objective in 1980’s was to increase its market share by at least 5 percent. Do
you think it’s a good organizational objective?

(5)If your company intends to impose some influence on your individual objective, will

you accept it or resist it?

(6)In what way do you think can objectives integrate the work of an organization?
.6 -



2. Translate the following terms into English.
(DEH
Q)AL B5
) M B R
(O TG B
G EF
(6) )2 B
3. Translate the following Chinese sentences into English.
(1) BIRMERZE TRA T —F o AR E FH R MBS R T 5
pid 1] RuiEd: s g7
(2)BAVHE UL, R IRIE T PR A A B TR SR T4 AR 3R] BB R Ttk 52 B,
HI B,
) BARBRAMEBRAE rhRlt, — BT &, 5 ESRMETH .
(WAL BIRRRTEEEFHITARKEE,
(S) PRI 2K HiBA (Houston Rockets) 95 382 A 4 : 3075 0k 9 Fil 2 3t (Mcgrady) B9
KHBAH BRI R REE

4. Translate the following English sentences into Chinese.

(1) Thus management will be defined as the application of planning, organizing, staffing,
directing, and controlling functions in the most efficient manner possible to accomplish
meaningful organizational objectives.

(2) The successful management team develops clear objectives and enthusiastically
undertakes programs and projects to accomplish them.

(3)Objectives are desired results or targets to be reached by a certain time.

(4)The overall objectives of a firm are the responsibility of the top management group—
typically the chief executive officer and staff, with the assistance and concurrence of
the board of directors.

(5)Objectives serve as targets for both managers at the top of an organization and those
who work with operating employees.
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Management Functions

Given our definition of management, exactly how do managers go about managing in an
office,on a shop floor, or in a committee meeting? What do they do to help accomplish
objectives? Management theorists have identified five primary functions of managers. These
functions ( planning, organizing, staffing, directing, and controlling) , first formally discussed
over 80 years ago, still characterize the activities of most managers. Although the amount of
time spent on each varies, these five categories pinpoint the variety of work performed by

managers. Let’s look at each one.

!

Former President Dwight Eisenhower once said, “plans are nothing, planning is
everything.” When managers plan, they project a course of action for the future. They will
attempt to perform a systematic set of business actions aimed at achieving objectives. Thus
planning essentially means deciding in advance what is to be done. Of course, plans alone do
not bring about desired results; but without a plan and a set of objectives, managerial
actions are likely to produce confusion.Planning is a task that each manager must do every
day. :

The work of planning is basically mental.It requires thinking things through logically.
Managers should think before acting and act in light of facts rather than best guesses. For
example, experts analyzing the decline in the quality and competence of the work of NASA
point to excessive guessing and poor planning. The space agency has been accused of
exaggerating promises, guessing about cost, and not correcting flawed designs. The

. 8 .



Challenger disaster, the flawed mirror in the $1.5 billion Hubble telescope, and design
problems with the $37 billion space station point to such problems as faulty planning.

One reason for such business failures as the Ford Edsel (Ford lost over $350 million),
the Penn Central Railroad, and Daniel Boone Chicken was faulty planning, or no planning at
all.In the early 1970s, the Daniel Boone Chicken franchise tried to compete head-on with
Kentucky Fried Chicken but failed to secure proper sites or to train store managers. In
addition, the business couldn’t secure the money needed to properly operate the fast-food
stores over the long haul. The managers at Daniel Boone made incorrect assumptions, failed to
properly scan the environment team of Chaparral Steel spent a lot of time on planning, as the
Business Action relates.

There are many reasons why a manager must plan. Planning helps provide the
coordination needed to do the job. It helps ensure that things will get done; it can also show
the manager when things may not get done and why they were not done right. Planning also
helps the manager determine who will do what job, how long the job will take, and what
resources are needed to get the job done.

Despite its numerous advantages, some managers still do not plan. Some reasons
managers have given for not planning include:

*“It is risky .” Developing a plan involves setting targets. When targets or objectives are
stated, a manager’s performance can be monitored and evaluated.

*“It is costly .” Planning takes time, energy,and creative thinking. Some managers are
not willing to absorb these expenses.

*“It is difficult.” Planning involves complex decisions, having people from different
backgrounds develop a common and interdependent approach, patience to wait for results,
and a commitment to a program of often new and untested activities.

Although these reasons are often valid, intense competition forces fimms to plan. They
must because companies can no longer count on having a solid lead over their competitors.
Too much is changing in the business environment for any manager to put off planning.

) Organizing

The organizing function of management consists of grouping people and assigning
activities so that the job tasks and the mission can be properly carried out. The establishment

« 9 .
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of the managerial hierarchy, which we discuss later, is the foundation of the organizing

function.

e Stafﬁilg |

Selection, placement, training, development , and compensation of subordinates make up
the staffing function,a manager’s staffing activities also include the evaluation and appraisal
of performance. Specific details about this function are covered in later unit.

Some managers see staffing activities as the sole responsibility of the personnel/human
resource department. But because managers are directly affected by staffing decisions, they
should become involved. Line managers can be aided by the personnel/human resource
department but typically should not give up the final responsibility for staffing.

As the managerial function that initiates action, directing means issuing directives,
assignments, and instructions. Directing also means building an effective group of
subordinates who are motivated to perform. It means getting subordinates to work to
accomplish objectives. Directing can be accomplished through leadership, the process of
influencing the activities of an individual or group toward the accomplishment of an
objective.

The directing function is a part of any manager’s job, but the time and effort managers
spend in directing vary with their position in the managerial hierarchy, the number of
assigned subordinates, and the type of job activities being performed. For example, the
supervisor in a McKesson’s distribution center in Milwaukee spends most of the day
directing subordinates, whereas the president of McKesson’s spends significantly greater time
in more abstract and general activities.

Generally speaking, managers may choose from many directing styles. Two such styles of
direction are autocratic and democratic leadership.

- 10 -



