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ABOUT THE COURSE

Introduction

Management 18: A Short Course for Managers has been written to help managers and
administrators in all types of organizations and at all levels to develop, enhance, and update
their management skills. It is a self-pacing, individualized study program that calls for a high
degree of involvement and active learning, while offering immediate feedback and evaluation of
progress.

Management 18 is designed for newly promoted managers who have not received formal
training yet who need to learn management techniques and to acquire the basic skills to manage
effectively. The course is also ideally suited for technically trained individuals planning to move
into management positions and for experienced managers requiring an effective refresher course.

How to Use the Course

Management 18 enables you to work at your own learning pace and to monitor your progress
on an ongoing basis through exercise and review materials. Each chapter opens with a list of the
learning objectives that you should be able to meet after completing the chapter material. Within
each chapter there are usually brief quizzes (Quick Quizzes) that you should use to reinforce the
points made just before the quiz in the reading material. Each chapter contains one or more
longer quizzes (Checkpoints) at regular intervals, and these should be used to measure your
understanding and progress. At the end of each chapter, there is a brief chapter summary and
review section. The material in the review section includes an objective test (Doublecheck),
brief essay questions, and/or a brief case study or application exercise. This review section
provides you with an opportunity to measure your mastery of the chapter material and to apply
it in a realistic and practical way.

The quizzes, checkpoints, and review materials are not designed primarily to test. Rather,
used in the context of each chapter, they are a means for gaining feedback and reviewing progress
in an unstructured, individualized study situation. For this reason, no formal grading scheme
has been provided, and the answers that are given to essay questions, case study problems, and
application exercises should be consitlered as general guidelines for reviewing your answers
rather than as definitive solutions. If you wish to measure your progress in a more formal way,
you can devise a simple grading scheme when checking your answers with the ones given at the
bottom of each of the Quick Quiz and Checkpoint pages.

The Pre- and Post-Test

Another feature of the course provides a more formal test of achievement. The Pre- and
Post-Test (at the end of the course) is an objective examination graded on a formal scale (2 points
for each correct answer) and designed to test your overall comprehension of the course material.
It includes questions that cover the most significant points in each of the eighteen chapters.

To use the Pre- and Post-Test properly, you should take it once right after reading this
introduction. Write the answers on a separate sheet of paper and compare them with the answers
provided on the answer sheet. Then calculate your score and note it in the appropriate space on
the answer sheet. At this point the score has no significance. After completing the course,
follow this procedure again, but this time without referring to the answers you gave on the
Pre-Test or to the Answer Sheet, After you have calculated the score on the Post-Test and noted
it on the Answer Sheet, you can compare the two scores for a realistic measure of your achieve-
ment. The questions and answers are keyed to the chapters, and you will be able to identify
areas where you have significantly improved your skills and understanding, as well as areas
where you should return to the course material for further review.

Universality of Management

The word management usually evokes the thought of profit-making business and industry.
Much of the impetus for developing a unified body of knowledge about management and a



professional approach to performing the management function has come from needs created by
our free enterprise system. One will usually find that the quality of management is one of the
key factors determining the degree of success or failure of an organization. But it would be a
mistake to assume that the only place that management skills are needed is in a profit-making
enterprise. Anytime two or more people are involved in a joint effort, management is required.
The activity being undertaken may be as informal as a bowling team or three or four people
going on a camping trip, or as highly formal as a business. The point is that whether it be a
hospital, a university, the military, a health clinic, a branch of the Federal government, a museum,
a religious group, or a volunteer organization, the management functions, principles, and concepts
discussed in this text must be performed effectively if objectives are to be achieved successfully.
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I MANAGERIAL PLANNING AND THE ORGANIZATION

This unit has five chapters. Chapter 1 introduces the field of management in general. It begins
with a behavioral definition of management, discusses some of the implications of that definition,
and highlights the unique role of the manager.

After a discussion of the difference between “doing” and managing, the chapter offers a
second, more technical definition of management and then begins to focus on the five functions
that a manager performs. The chapter presents an overview of each function.

Chapter 1 concludes by examining key elements of the motivation to manage and key
facts about managerial life.

Chapter 2 describes how to plan with objectives. The chapter breaks the planning function
into its four phases: setting the objectives, formulating policies and strategies, developing in-
termediate- and short-range plans, and stating detailed procedures. It thenidentifies how planning
can be a useful tool when used effectively.

Chapter 3 expands the unit with a discussion of the steps a department must take in order
to successfully manage by objectives: determining the overall mission, identifying major areas
of responsibility, establishing ways to measure performance, analyzing the status of the operation,
writing objectives so as to improve performance, and developing plans to achieve the desired
results. The chapter concludes with some “tips’’ on how to set valid objectives.

Chapter 4 focuses on organization. It traces the vertical and horizontal development of an
organization and discusses concepts such as scalar chain of command, line and staff, and de-
partmentation.

Chapter 5 concludes the unit with a look at the principles of daily operation, or organiza-
tional dynamics. It examines authority and accountability, types of staff authority, areas of
potential conflict, span of control, and other salient principles of organization.






1. THE FUNCTIONS OF MANAGEMENT

Learning Obijectives

After you have completed this chapter, you should be able to
e Provide a behavioral definition of management.
e Explain the difference between doing and managing.
e List the basic functions of a manager.

e Explain why management is a creative profession and not simply the automatic next
step for the operative employee.

e Identify the key elements of the motivation to manage.

® Describe the content of the manager’s job.

DEFINITIONS

Assume that you have been promoted to the role of a department supervisor. What may
seem like a small step forward is actually a major change. First, you must now cope with the
difference between reporting to work as one of several employees in a department and managing
that department. You must broaden your perspective and develop different attitudes.

Second, you must more thoroughly understand the difference between doing and managing.
As an operative employee, you were expected to perform activities or tasks and meet basic per-
formance standards for those tasks. You were a doer. As a manager, you no loriger “apply your
trade” in this direct way. You are a manager. If you are supervising production workers in a
unionized plant, you (or any other supervisor) may be specifically prohibited from doing any
physical work. You are now a manager, and you are responsible for the total operation of a depart-
ment and for the overall direction of the other people in the department. This difference will
become even clearer when we examine the functions of management.

Finally, if you did not realize it when you started your new job, you will soon learn that
you will be successful in your job only if your subordinates, individually and as a group, are
successful in their jobs. Your performance is a reflection of their performance; you are judged
by what they have accomplished. This leads us to a behavioral definition: Management means
getting things done by, with, and through people. Although this definition may appear simple,
it carries in it three very complex implications.

First, it stresses the importance of the human element in management. Managers do not
get things done by themselves. If they try to do things alone, their total accomplishment is
limited by their talents and energies. In addition, those they supervise become apathetic because
they are unable to make any significant contributions. Only routine and semi-automatic details,
which do not utilize or challenge their skills, remain for them. If people are expected to contrib-
ute and become enthusiastic about work, they must also be significantly involved in it. More
specifically, they must have “a piece of the action.”

Second, our definition also suggests that a manager’s job is to make things happen. If qual-
ity is bad, a manager takes steps to improve it. If sales are down, a manager develops new custom-
ers and markets. If costs are high, a manager tries to find out how to cut them. Thus, good
management is active rather than passive;it is cause- rather than effect-oriented.

And, third, our definition implies that management is a dynamic process. Managers trans-
form the potential into the actual. They must be innovators and agents for change, progress, and
growth. Managers work for progress and results.



DOING VERSUS MANAGING

A number of years ago, two employees with essentially the same educational background,
experience, and tenure in a large organization were placed in management posifions at about the
same time. Instead of being paid to perform their technical specialty, they were now paid to be
technical administrators, or department managers. At the end of the first six months, Manager A
was experiencing considerable success and enjoying her new job. Manager B was not so success-
ful. He was having problems meeting schedules and project deadlines, and was faced with a degree
of unrest among the people in his department. He himself was becoming discouraged and frus-
trated. Higher-level management was becoming very concerned about the situation.

The successful Manager A had obviously adapted to her new role very well. She realized
that in a way she was embarking on a new and different career with the organization, and had
adjusted accordingly. More specifically, whether it was because of her own personal insight or
because she received help from her superior, she recognized that her role and function had changed.
Among the many things she did after being appointed a manager was to take inventory of the
department in terms of the work that had to be done and the people she had available to do it.
She not only concerned herself with the number of people available but also with their individ-
ual skills and strengths and weaknesses. She reviewed the present status of work in the depart-
ment and, using this as a base, formulated priorities and schedules. Through individual and
departmental meetings, she communicated to her people the place and importance of the depart-
ment in the total organization as well as the purpose and objectives of the various projects in
which they were involved. In addition, she gave her subordinates a clear picture of what the
department expected of them as well as the present status of work. She shared and discussed
with them some of the problems that she thought were inhibiting better departmental perform-
ance and then obtained their ideas on what could be done to improve things. Beyond this, she
took an active interest in each person individually and worked with him or her in a coaching
capacity to set goals, improve performance, and gain more satisfaction from the job. In other
words, she managed. She planned, organized, directed, controlled, and made decisions.

Manager B, on the other hand, was somewhat overawed by his new role. As soon as he real-
ized he was no longer expected to perform his specialty, he became confused. He had to spend
his time in some way, so he tried to check everything that his subordinates did before the work
left the department. When he found an error, which he was bound to do, he was quick to call it
to the attention of the employee in question. It almost became a challenge for him to find some-
thing wrong. After a while, because certain projects had been given high priority, Manager B
decided he should give them his personal attention, and so he had his drafting table moved into
his office and he worked on them himself, very often until late at night and on weekends.
Because he became so involved in working alone on these special projects, other important tasks
did not get done. Progress reports were not filed on time. At a certain unit meeting with other
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managers, he was unable to give an adequate breakdown of the status of the entire department’s
work and to project completion dates for various jobs. In addition, his people assumed less and
less responsibility for their work. They became passive. One of the more capable and more
experienced employees resigned, and two others filed transfer requests. This man was not manag-
ing; he was doing. He was doing what he had always done: practicing his technical ability. In
management he had found something strange and different, to which he could not adjust. He
was not able to supervise others and gain satisfaction from their accomplishments. He could
not let go of the slide rule, the T square, and all the other tools with which he worked. Eventual-
ly, he failed as a manager and returned to his specialty.
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l/Checkpoint: Definitions

Indicate whether the following statements are true (T) or false (F).

1.

10.

1.

12.

13.

14.

15.

On the department level, there is not much difference between the role of a manager and
the role of a subordinate.

A manager is primarily a doer.

If successful at the operative employee level, a person is bound to be a successful manager.

A manager's success is measured by the performance of his or her subordinates.

A manager gets things done alone.
Since others do the work, management is largely passive.

A good manager will improve the quality of work by restricting subordinates to
standardized tasks.

An effective manager spends most of the time practicing his or her professional
specialty.

Management is effect- rather than cause-oriented.
A person who has just become a manager must develop new attitudes.
Management is a dynamic process.

Subordinates must be involved in their work before managers can expect to them to
contribute to their work.

Good management tries to restrict the human element in work.
Managers work for progress and resuits.

Management means getting things done by, with, and through people.

® Chackpoint Answers

1. F

14.

6

T

2. F 3.F 4T &6 F 6. F 7.F 8 F 9. F 10.T 1. TF 12.T 13 F

165. T
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THE FUNCTIONS OF MANAGEMENT

We may also describe management as the coordination and integration of all resources (both
human and technical) to accomplish specific results. Here, management is viewed in terms of the
functions that a manager performs. The basic functions that usually form the core for studying
management are planning, organizing, directing, controlling, and decision making.

Planning

Planning enables management to design for an uncertain tomorrow with some assurance of
meeting its goals. This assurance is described as “bridging the gap” between what is desirable and
what can be accomplished. According to their ability to “bridge the gap,” we can divide organi-
zations into three management groups.

First is the complacent group. Organization in this group operate under the mistaken assump-
tion that today and tomorrow are reflections of the past. These organizations are content to
“ride the waves” and follow others only after success has been demonstrated. The second includes
efficiency-oriented organizations that have escaped the complacency of the static ones. Their
realization that the future is not just a reflection of the past can lead to positive initiatives. The
third is the dynamic group. These organizations help shape their futures! They continually
monitor the environment for new ideas and developments. They not only efficiently manage
present resources but also add to them, expand into new areas, and develop employee skills to
the fullest extent.

Although many factors distinguish the third management group from the other two groups,
one of the most critical of these factors is careful planning. Results do not merely happen; they
are planned. In its simplest form, planning means establishing objectives and organizing all ef-
forts to meet them.

When evaluating how well the organization is planning, management can apply basic diagnos-
tic questions such as these:

® Do the managers run the jobs or do the jobs run them?
e Are they always “fighting fires”” and trying to meet emergencies?
e Are they continually “under the gun” regarding schedules?

e Do they get the results they want?

e Do the departments operate at close to maximum productivity or closer to average?

Good planning allows management to answer these questions positively. Good planning in
the organization enables the manager to run the jobs and contribute to maximum results. It also
substitutes results for worry and specifies what can or should happen when all resources are
effectively defined and mobilized.

We can divide the planning function into two essential phases. In the first phase, management
determines the overall long-range direction or mission of the organization. This defining activity
requires considerable analysis and thought. Is the industry in which the organization is centered
growing and expanding? Is it declining? Or is the industry relatively static? If it is declining,
management must decide what strategy to undertake to ensure the organization’s health and
growth. If the industry is growing and expanding, management must decide how the organiza-
tion will keep pace. Determining the mission also involves consideration of the long-range size of
the organization, where growth potential exists, the degree and extent to which the organization
wants to expand in those areas, and the advantages, disadvantages, and consequences of taking or
not taking specific actions. Only after decisions are made about these and similar long-range
goals can management develop specific shorter-range objectives.

In the second phase of planning, management forms specific shorter-range objectives to
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ensure that the longerrange missions can be realized. This objective-setting process includes
(1) determining overall policies and procedures and (2) devising the operational or ‘“how to”
aspects of accomplishing the objectives. These plans should be designed both to take maximum

advantage of the strengths of the organization and to overcome or compensate for any weaknesses
or shortcomings.

Organizing

Planning describes the activities necessary for the achievement of objectives. These activities
then form the basis for organizing. Thus, the first basis is the work that must be done. Put an-
other way, the purpose of organizing is to accomplish a planned objective, and accomplishing
that objective requires specific activities. These activities must be given primary emphasis when
organizing. But work alone is not a sufficient basis for an organizational structure.

The people who will do this work constitute the second basis for organizing. The work
must be organized in relation to the skills and abilities of the people who must do the work.
Organizing, then, also determines the proper relationship between the work and the people
who will do it.

The organizing function develops a formal structure that will help the coordination and
integration of resources. This structure should contribute to the efficient accomplishment of
both long-range and short-range plans. On a corporate level, the organizing function begins with
the definition of mission and the division of work. Accordingly, the organizers form a series of
operating units, or departments, and assign each unit the responsibility for a particular phase of
an operation. This process is known as departmentation. Once departmentation is complete,
the managers must concern themselves with delegating and with specifying the relationships
between operating units. These relationships may take many shapes, such as authority relation-
ships between people and departments, lines of responsibility and accountability, channels of
communication, and areas of decision making.

Directing

The directing function is primarily concerned with motivation and managerial leadership.
After developing an appreciation for the fundamentals of human motivation, a manager must
be alert to how to manage the human element. A manager must create a climate in which the
needs of the individual are integrated with the needs of the organization, in which the individ-
ual can best satisfy his or her own goals by working toward the goals of the organization. Of
particular significance in leadership is the quality of a manager’s face-to-face and day-to-day
interaction with subordinates. Although many factors are involved in creating a *“results-produc-
ing” climate, good communication is a key factor. Success in leadership is also dependent upon
how well a manager works with people and how good he or she is at helping others to accom-
plish their job objectives and to perform at their maximum capability. The directing function

also requires a positive philosophy about people, a  >wledge of job design and delegation, and
the effective use of authority.

Controlling

The controlling function tries to ensure that events conform to plans. The controlling activ-
ities focus sharply on the present. For example, as a result of planning, management has set spe-
cific objectives in all important phases of an operation. The controlling function, if effectively
carried out, applies standards and provides a manager with continual feedback that shows exactly
where the operation stands with respect to achieving these objectives. If carefully designed, this
feedback will pinpoint specific as well as overall progress. If objectives are not being achieved, or
if activities are behind schedule, a manager must use research and available information to
identify the problem areas and to develop alternatives tc overcome these problems.
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Controlling is a four-phase process. It involves
1. Defining standards and objectives.
2. Determining how to measure performance in each area.
3. Developing a reporting system.
4. Taking corrective action when and where it is needed.
Decision Making
Decision making ties together the other functions. Decision making involves
® Analyzing problems.
e Developing and analyzing alternative courses of action.
e Implementing decisions.

Since the goal of all management activity is the accomplishment of planned results, a manager
must watch continually for problems that may hinder that accomplishment. But a manager can-
not operate only on a day-to-day basis. He or she must be concerned with some of the broader
issues in the environment and try to include in problem analysis some of the long-range factors
that affect achievement. Once these are also evaluated, a manager can develop alternative courses
of action and analyze their advantages and disadvantages.

Decision implementation is the final element. People implement decisions. To neglect this
fact is to invite limited success, if not complete failure. Every decision that requires action by
others must be accompanied by a plan for implementing the decision. This plan should include
the necessary procedures, a blueprint for communicating the decision to both those directly and
indirectly involved, and provisions for participation in the decision-making process when and to
the degree it may be appropriate.

The following checklist summarizes some of the elements of each of the five manage-
rial functions. As you read this list, check off any items that seem to apply to your situation as
a manager. Then, for each item checked, list below some of the activities you do or are re-
sponsible for. This will help you relate your day-to-day activities to the functions of a manager.

® Activities :
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