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Management and Its Functions

Management is the process of working with and through people and other organizational
resources to accomplish organizational goals. Good managers do those things both effectively
and efficiently. To be efficient is to achieve goals with minimum waste of resources, that is, to
make the best possible use of money, time, materials, and people. Some managers fail on both
criteria, or focus on one at the expense of another. The best managers maintain a clear focus
on both effectiveness and efficiency.

The Functions of Management

The managerial process consists of four basic functions: planning, organizing, leading,
and controlling. These functions are the manager’s tools to achieve the organization’s stated
objectives. Henry Fayol, the distinguished French management theorist and practitioner, is
credited with identifying these four basic functions of the managerial process.

Planning

Planning is the conscious, systematic process of making decisions about goals activities
that an individual, group, work unit or organization will pursue in the future. Planning is not
an informal or haphazard response to a crises; it is a purposeful effort, directed and controlled
by managers, often drawing on the knowledge and experience of employees throughout the
organization. Planning provides individuals and work units with a clear map to follow in their
future activities; at the same time this map may allow for individual circumstances and
changing conditions.

Procter & Gamble, IBM, McDonald’s, Boeing, Coca-Cola, and Burger King, among



FREELVRELRHE

others, use plans for three reasons:

¢ Plans enable managers to identify and commit the firm’s resources to achievement of

particular objectives, such as profits, market share, and social responsibility;

» Plans enable managers to decide which activities are consistent with stated objectives;

o Plans enable managers to measure progress toward the objectives, so that corrective

action can be taken if progress is unsatisfactory.

However, the fundamental purpose of planning is to help the organization reach its objec-
tives. As Koontz and O’Donnell put it, the primary purpose of planning is “to facilitate the
accomplishment of enterprise and objectives”. All other purposes of planning are spin-offs of
this fundamental purpose.

Organizing

Once managers have prepared plans and established objectives, they must design and
develop a structure that will allow them to carry out their plans and meet their objectives suc-
cessfully. Organizing is the process of creating such a structure. It involves setting up appro-
priate departments, job descriptions, rules and regulations, and procedures. Organizing is also
a way for managers to coordinate human and material resources effectively. Much of an or-
ganization’s success depends on managers’ ability to get resources and utilize them efficiently.

The National Aeronautics and Space Administration (NASA) must use a different kind of
organizational structure than the one designed by managers at Levi Strauss& Company. NASA
brings together scientists, engineers, propulsion experts, computer programmers, guidance spe-
cialists and other professionals to design and conduct the space program. At Levi Strauss, pro-
ducing blue jeans requires an efficient assembly line and workers who do repetitive tasks. The
professionals at NASA are organized to achieve the goals of the program, which does not require
them to work on assembly lines; likewise, the goals of Levi Strauss do not require an assem-
bly-line worker to write a computer program. Thus staffing of an organization proceeds directly
from objectives, plans, organizational structure, and the types of skills needed.

Leading

After plans have been made, a structure created, and appropriate personnel hired, some-
one must lead the organization. Some managers call this process directing or influencing.
Whatever the name, leading refers to getting others to perform tasks that will help the organi-
zation achieve its objectives.

Leading means creating a shared culture and values, communicating goals to employees
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throughout the organization and infusing employees with the desire to perform at a high level.
Leading involves close day-to-day contact with people, helping to guide and inspire them to-
ward achieving team and organizational goals. Leading takes place in teams, departments and
divisions and at the top of entire organizations. In an era of uncertainty, downsizing, interna-
tional competition, and a growing diversity of the workforce, the ability to shape culture,
communicate goals, and motivate employees is critical to business success.

Controlling

Comprehensive plans, solid organizations, and outstanding leaders do not guarantee suc-
cess. The fourth function, controlling, monitor employees’ activities, determining whether the
organization is on target toward its goals, and making corrections as necessary. Through the
control function, managers can

e Establish standards of performance;

¢ Measure current performance against these standards;

¢ Take action to correct any deviations.

Just as the thermostat on a home sensor sends signals to the cooling or heating system
that the temperature is either too hot or too cold, so do control systems signal managers that
action needs to be taken. Leading involves motivating others, whereas controlling involves
directing their behaviors.

Performing all Four Management Functions

As a manager, your typical day will not be just divided into the four functions. You will
engage in all of these activities, but usually not independently or sequentially. You will be do-
ing many things more or less simultaneously. You will spend over 60 percent of your time
meeting with many different people, and spend perhaps one and a half days per week on the
telephone, discussing and deciding a vast variety of issues. These activities will involve all
four management functions.

Some managers are particularly interested in, devoted to, or skilled in a couple of the four
functions but not in the others. The manager who does not devote adequate attention and re-
sources to all four functions will fail. You can be a skilled planner and controller, but if you
organize you people improperly or fail to inspire them to perform at high level, you will not be
an effective manager. Likewise, it does no good to be the kind of manger who loves to organ-
ize and lead. The four functions do good to the managers who don’t really understand where
~ to go or how to determine whether you are on the right track.
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Good managers don’t neglect any of the four management functions. Knowing what they
are, you can periodically ask yourself if you are devoting adequate attention to all of them.

New Words

- management ['meenidzmant] n £F, 8
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process (pro'ses] n &%, 1EH, HiE
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department
procedure
coordinate
material

utilize

engineer

(iks'piarians]

[emploi'iz]
[2:ganai'zeif en]
['sa:kemstens]
[ka'mit]
[o'tfi:vmant]
[pa'tikjula]
[eb'dzektiv]
["profit]

'mezal

['praugres]

[ka'rektiv]
['eek[an]
['anseetis'feektori]
[ fanda'mentl]
['poe:pes]
[fa'siliteit]
[e'komplifmant]
['entopraiz]
[is'tesblif ]
('strakt[a]
[in'valv]
[e'praupriit]
[di'pa:tmaent]
[pra'si:dza]
[kau's:dineit]
[ma'tisrial]

[ju:'tilaiz]
[.endzi'nia]

n. 2%, K

vt. %, &

n. R, EL

n. HER, K, Btk

n. B, %, HI

vt /A, WAk, BNAR
n. BUEL, T8 SR B
adj. BN, RN, T
n. B¥s, BHY

n. R, @ik, B

n. st W&, K

ve. M, WE, HE

n. Wi, BE, KE

vi. BUHE, #36, @17
adj. YIEHY, BrIEH

n. 178); ik

adj. #ARNHER

adj. HRLH, FEAK

n. B, ER

vt. RS, EER

n. Bk, 5ER%

n. ﬁﬂ]{; gﬂk

vt. B3L, WOL

n. G, Hig, A5

v, B, Wk

adj. EHEN: EEW

n &, &, &, #, &7
n. BIF, T4

ve. i, HE

n. BEE R

adj. YK

vt. FIR

n. TIEIE, &



