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Lesson One

PART [ THE CONCEPT OF MANAGEMENT
BHHIBS

Lesson One

DEFINING MANAGEMENT
B E X

Like many areas of study that involve people, management is difficult to define.
In fact, no definition of management has been universally accepted. One popular
definition is by Mary Parker Follett. Management, she says, is “the art of getting
things done through people”. This definition calls attention to the fact that managers
achieve their goals by arranging for others to perform whatever tasks may be
necessary ,not by performing the tasks themselves.

We will use a somewhat more elaborate definition to begin our discussion in this
chapter , because we will want to call attention to other important aspects of managing ;

Management is the process of planning, organizing, leading and controlling the
efforts of organizational members and the use of other organizational resources in order
to achieve stated organizational goals.

The reader will notice that we have used the word “process” rather than “art” in
defining management. To say that management is an art implies that it is a personal
aptitude or skill. A process,on the other hand,is nothing more than a systematic way
of doing things. All managers, regardless of their particular aptitudes or skills, engage
in certain interrelated activities in order to achieve their desired goals.

We have called these management activities planning, organizing, leading and
controlling. ( Others have expanded this list, but for the sake of convenience we will
use just these four activities. ) Planning means that managers think their actions
through in advance. Their actions are usually based on some methods, plans, or logic,
rather than on a hunch. Organizing means that managers coordinate the human and
material resources of the organization. The strength of an organization lies in its ability

to marshal many resources to attain a goal. Obviously, the more integrated and
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coordinated the work of an organization, the more effective it will be. Achieving this
coordination is part of the manager’s job.

Leading means that managers direct and influence subordinates. They do not act
alone ,but get others to perform essential tasks. Nor do they simply give orders. By
establishing the proper atmosphere they help their subordinates do their best.
Controlling means that managers attempt to assure that the organization is moving
toward its goals. If some part of their organization is on the wrong track ,managers try
to find out it and set things right.

Our definition also indicates that managers use all the resources of the
organization—its finances, equipments, and information as well as its people—in
attaining their goals. While people are any organization’s most important resource,
managers would be limiting themselves if they did not also rely on the other
organizational resources available to them. For example, a manager who wishes to
increase sales might try not only to motivate the sales force but also to increase the
advertising budget.

Finally our definition says that management involves achieving the organization’s
“stated goals”. This means that managers of any organization—a hospital, a
university ,the Internal Revenue Service, or the Washington Redskins—try to attain
specific ends. These ends will ,of course, vary with each organization. The stated goal
of a hospital might be to provide comprehensive medical care to a community. The
stated goal of a university might be to give students a well-rounded education in a
congenial environment. Whatever the stated goals of a particular organization,

management is the process by which the goals are achieved.

Technical Words
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Notes

1. This definition calls attention to the fact that managers achieve their goals by
arranging for others to perform whatever tasks may be necessary,not by performing the
tasks themselves.
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4 ;(3) by arranging for-- 5 not by performing---7E/A] 1 & B2 84
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2. While people are any organization’s most important resource , managers would
be limiting themselves if they did not also rely on the other organizatoinal resources
available to them.

AR ENEEA, NAIH “while--” ; F4]“ managers---” Jg— g #liBE 4],
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Lesson Two

WHAT MANAGERS DO
2 TAE

Our working definition describes the manager as an organizational planner,
organizer ,leader,and controller. Actually, every manager from the program director of
a college club to the chief executive of a major steel corporation—takes on a much
wider range of roles to move the organization toward its stated objectives. This
section, by discussing some of the most important aspects of what the manager does,
will add more details to our concept of what a manager is.

The manager assumes responsibility. A manager is in charge of specific tasks and
must see to it that they are done successfully. The manager is usually evaluated on
how well he or she arranges for these tasks to be accomplished. In addition , since the
manager, works through subordinates, he or she is responsible for the actions of
subordinates. Their success or failure is the manager’s success or failure.

The manager must balance competing goals. At any given time ,a manager faces a
number of organizational goals, problems, and needs—all of which compete for the
manager’s precious time and resources ( both human and material ). Because such
resources are always limited , each manager must strike a balance between the various
goals and needs. Many managers, for example, arrange each day’s tasks in order of
‘ priority—those things that need to be done right away are attended to first, while those
things that can be postponed are looked at later. In this way managerial time is used
more efficiently.

The manager must also decide who is to perform a particular task , assigning each
task to the person most able to perform it. While ideally each person should be given
the task he or she would most like to do, the limited resources of the organization
often make this impossible. The manager must decide when the wishes of a
subordinate should be secondary to the need to have a task performed efficiently and
effectively.

The manager is a conceptual thinker. Every manager must be an analytical

thinker, that is,he or she must be able to think a specific, concrete problem through



