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Learning Objectives]\ %

After studying this part, you should be able to:

Describe the nature of management, define management and managers.

Identify and briefly explain the four basic management functions in organizations.

Describe the kinds of managers found at different levels and in different areas of the
organization.

Identify the basic managerial roles that managers may play and the skills they need to be
successful.

Discuss the science and the art of management.

Justify the importance of history and theory to management and discuss precursors to modern
management theory.

Summarize and evaluate the classical perspective on management; the behavioral perspective
on management; the quantitative perspective on management; the systems and contingency
approaches to management and explain the integrative Framework of Management
Perspectives.

Discuss the nature of the organizational environment and identify the environments of interest
to most organizations.

Describe the components of the general and task environments; and identify the components of
the internal environment.

Identify and describe how the environment affects organizations and how organizations adapt to
their environment.

Describe the nature of international business, including its meaning, recent trends, the
management of globalization, and competition in a global environment.

Discuss the structure of the global economy and how it affects international management.
Describe the nature of organization and culture.

Discuss the importance and determinants of an organization’s culture and how the culture can
be managed.

Discuss managerial ethics, the concept of social responsibility and specify to whom or what an

organization might be responsible.

i
|
: tyﬁ -
i
{
|



The Nature and Role of Management

“To be or not to be . ..” This is an important question for aspiring managers. Exactly what
is the meaning of the word manager? What does a manager do? How does a manager go about
getting the job done? What types of skills are needed? Chapter 1 answers these questions. I think
you will find that management is hard work, but work filled with potentially great rewards.

Chapter 1 explains that managers’ work in organizations. Organizations have goals, a
structure to accomplish work, and people to get the work done. In essence, these are the
ingredients of the management “recipe. ” This chapter introduces you to two words that are related
but different. These words are “efficiency” and “effectiveness. ” Pay special attention to these
words as you read the chapter because good management is concerned with attaining goals as
efficiently as possible.

Luckily, you do not have to reinvent the wheel (or in our theme, revert to silent pictures).
Management scholars have developed a four-step process for managing organizations. This
four-step process includes: planning and decision making, organizing, leading, and controlling.
Carefully review these activities because the continued popularity of the process approach is a
tribute to its clarity and simplicity.

According to Henry Mintzberg, managers engage in ten “ managerial roles” that can be
grouped into three primary headings—interpersonal relationships, the transfer of information, and
decision-making. When you are a manager you will find that there are certain skills that help you
produce the intended end product. These skills are: conceptual skills, interpersonal skills,
technical skills, and specially, political skills. Chapter 1 will give you a description of these
skills. T believe you will be sold on their validity and will be motivated to expand your own

management skill set.
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Lastly, you might pose the “why” question. Exactly why is it worth your time to study
management. I believe Chapter 1 offers many insights about how management impacts our daily
lives and why you will want to study this topic.

. Well, sit back and enjoy this production of the fundamentals of management.

1.1 What is an organization?

An organization is defined as a group of people working together in a structured and
coordinated fashion to achieve aset of goals. The common characteristics of organizations are
shown as follows: have a distinct purpose (goal), composed of people, and have a deliberate

structure (see Figure 1 —1) .

Figure 1 -1 Common Characteristics of Organizations

Organizational resources include human resources ( managerial talent and labor) , financial
resources ( capital investments to support ongoing and long-term operations) , physical assets (raw
materials; office and production facilities, and equipment), and information (usable data,

information linkages) , etc(see Table 1 —1) .

Table 1 -1 Examples of Resources Used by Organizations

Organization Human Resources  Financial Resources  Physical Resources Information Resources
Drilling platform Profits .

. Refineies Sales forecast

Shell Oil workers stockholder i [
i ] Office Buildings OPEC proclamations
Corporate Executives investments

Iowa State Faculty Alumni contributions Computers Research reports
University Secretarial Staff Government grants Campus facilities Government publications
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Table 1 —1(%E)

Organization Human Resources  Financial Resources  Physical Resources Information Resources
’ Police officers Tax revenue Sanitation equipment Economic forecasts
New York City S | Ot ; 7%
Municipal employees Government grants  Municipal buildings Crime statistics
i) Price lists form suppliers
Susan’s Corner Grocery Clerks Profits Building

y X " Newspaper ads for
Grocery Store Bookkeeper Owner investment Display shelving

competitors

1.2 What is management?

Management is a set of activities ( planning and decision making, organizing, leading, and
controlling ) - directed at an organization’s resources ( human, financial, physical, and
information) with the aim of achieving organizational goals in an efficient and effective manner,

see Figure 1 -2.

et

. Is the process by which a cooperative group directs actions of others toward common goals ( Massie and Douglas) .

2. Is the process of working and through others to effectively achieve organizational objectives by efficiently by efficiently using
limited resources in a changing environment ( Kreitner) .

3. Is the coordination of all resources through the processes of planning, organizational directing, and controlling in order to
attain stated objectives (Sisk).

4. Is establishing an effective environment for people operating in formal organizational groups ( Koontz and O’Donnell) .

5. Entails activities undertaken by one or more persons in order to coordinate the activities of others in the pursuit of ends that

con not be achieved by any one person ( Donnelly, Gibson, and Ivancevich).

Figure 1 -2 Contemporary Definitions of Management

The basic purpose of management is to efficiently use resources wisely and in a cost-effective
way ( see Figure 1 —3) .
e [Efficiency: Doing things right, that is, getting the most output for the least inputs.

e [Effectiveness: Doing the right things, that is, attaining organizational goals.
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Figure 1 -3 Effectiveness and Efficiency in Management

1.3 What is a manager?

A manager is someone whose primary responsibility is to carry out the management process,
who plans and makes decisions, organizes, leads, and controls human, financial, physical, and
information resources, and who works with and through other people by coordinating and
integrating their work activities in order to accomplish organizational goals. The three levels of
managers are: top managers are responsible for
making organization-wide decisions and establishing
plans and goals that affect the entire organization;
middle managers are primarily responsible for

implementing the policies and plans of top

managers. They also supervise and coordinate the

Figure 1 -4 Managerial Levels

activities of lower level managers; first-line
managers are at the lowest level of management and manage the work of non-managerial
employees( see Figure 1 —4).

Kinds of managers by area are marketing managers who work in areas related to getting
consumers and clients to buy the organization’s products or services, new product development,
promotion, and distribution ; financial managers who deal primarily with an organization’s financial
resources, accounting, cash management, and investments; operations managers who concerned
with creating and managing the systems that create organization’s products and services,
production control, inventory, quality control, plant layout, site selection; human resource
managers who involved in human resource planning, recruiting and selecting employees, training

and development, designing compensation and benefit systems, formulating performance appraisal

6
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systems, and discharging low-performing employees; administrative managers who generalists who
are familiar with all functional areas of management and who are not associated with any particular
management specialty; and other kinds of managers organizations have developed specialized
managerial positions (e. g. public relations managers) directly related to the needs of the

organization ( see Figure 1 —5).

Levels of Management

Top managers

Middle managers
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Figure 1 -5 Kinds of Mangers by Level and Area

1.4 What do managers do?

1.4.1 Functional approach

The four management functions include the following: planning and decision making is the
process of setting an organization’s goals, selecting a course of action from a set of alternatives and
deciding how best to achieve them; organizing is the process of determining how activities and
resources are to be grouped and how best to group activities and resources; leading is the set of
processes used to motivate members of the organization and get them to work together to advance
the interests of the organization; controlling is the process of monitoring and correcting ongoing

activities to facilitate the organization’s goal attainment( See Figure 1 —6).
1.4.2 Management roles approach

Henry Mintzberg identified ten managerial roles that managers undertake to accomplish the
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Figure 1 -6 Management Functions

management functions, and grouped these roles into three categories: interpersonal roles include
figurehead, leader, and liaison involving how a manager interacts with other people ; informational
roles include monitor, disseminator, and spokesperson roles involving the processing of
information, that is, how a manager exchanges and processes information; decisional roles

include entrepreneur, disturbance handler, resource allocator, and negotiator involving how a

manager uses information in decision making(See Table 1 —2).

Table 1 -2 Mintzberg's Ten Basic Managerial Roles
Category Role Sample Activities
Figurehead Attending ribbon-cutting ceremony for new plant
Interpersonal Leader Encouraging employees to improve productivity
Liaison Coordinating activities of two project groups
Monitor Scanning industry reports to stay abreast of developments
Informational Disseminator Sending memos outlining new organizational initiatives
Spokesperson Making a speech to discuss substantive issues
Entrepreneur Developing new ideas for innovation
A Disturbance Handler Resolving conflict between two subordinates
Decisional A Y
Resource Allocator Reviewing and revising budget requests
Negotiator Reaching agreement with a key supplier or labor union

1.4.3 Skills approach

All managers need such skills as: technical skills to think analytically and achieve integrative
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problem solving, for example, knowledge and proficiency in a specific field ; human skills to work
well with other people, to communicate with, understand, and motivate both individuals and
groups; conceptual skills to think and conceptualize about abstract and complex situations
concerning the organization. For example, using information to solve business problems;
identifying of opportunities for innovation ; recognizing problem areas and implementing solutions ;
selecting critical information from masses of data; understanding of business use of technology and
organization’s business model; still, some other skills are needed, such as diagnostic skills ( the
manager’s ability to visualize the most appropriate response to a situation), and effectiveness
skills ( contributing to corporate mission/departmental objectives) ; customer focus; multitasking ;
working at multiple tasks in parallel ; negotiating skills; project management; reviewing operations
and implementing improvements; setting and maintaining performance standards internally and
externally; setting priorities for attention and activity; time management and so on. On balance,

most successful managers use both resources in some proportion to acquire their skills( See Figure

1 -7 and Figure 1 —-8).

Low level Middle level Top level
managers managers. : __ managers

Figure 1 -7 Essential Managerial Skills

Figure 1 -8 Sources of Management Skills
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1.5 Point of views to management

1.5.1 Management: science or art?

Science of management: it is assumed that management problems can be approached by
using rational, logical, objective, and systematic ways; and it is required using technical,
diagnostic, and decision-making skills and techniques to solve problems.

Art of management; management decisions are made and problems solved by using a blend of
intuition, experience, instinct, and personal insights; managers need the use of conceptual,
communication, interpersonal, and time-management skills to successfully accomplish the tasks

associated with managerial activities.
1.5.2 Management: omnipotent or symbolic?

Omnipotent view of management: managers are directly responsible for an organization’s
success or failure; the quality of the organization is determined by the quality of its managers;
managers are held most accountable for an organization’s performance yet it is difficult to attribute
good or poor performance directly to their influence on the organization.

Symbolic view of management: much of an organization’s success or failure is due to external
forces outside of managers’ control; the ability of managers to affect outcomes is influenced and
constrained by external factors; the economy, customers, governmental policies, competitors,
industry conditions, technology, and the actions of previous managers; managers symbolize

control and influence through their action( See Figure 1 -9 and Table 1 -3).

Management

Needed
mn

Figure 1 -9 Universal Need for Management
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Table 1 -3 Rewards and Challenges of Being a Manager

Rewards Challenges

® Do hard work

® (reate a word environment in which organizational : i 3
& ® Have to deal with a variety of personalities

members can work to the best of their ability

® Have opportunities to think creatively and

® Often have to make do with limited resources
® Motivate workers in chaotic and uncertain situations

e ® Successfully blend knowledge, skills, ambitions,

® Help others find meaning and fulfillment in work . 3
and experiences of a diverse work group

S gpett, csoh ;. enn G e ® Success depends on others’ work performance

e Work with a variety of people

® Receive recognition and status in organization
and community

® Play a role in influencing organizational outcomes

® Receive appropriate compensation in form or
salaries, bonuses, and stock options

® Good managers are needed by organizations

1.6 Why study management?

Reasons to show the value of studying management are: the reality of work, employees either
manage or are managed; the universality of management, good management is needed in all
organizations; rewards and challenges of being a manager, management offers challenging,
exciting and creative opportunities for meaningful and fulfilling work, and successful managers

receive significant monetary rewards for their efforts.

ik




