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Week One Lecture Notes

INTRODUCTION TO MANAGEMENT
Management is regarded as the most important of all human activities. It may be called the practice of consciously and continually shaping organisations. Each and every organisation has people who are entrusted with the responsibility of helping the organisation achieve its goals. Those people are called managers. No organisation can carry on its business without management, which is in turn supervised by managers. 
Managing is essential to ensure the co-ordination of individual efforts within an organisation. It is exciting because it deals with setting, seeking and reaching objectives of an organisation. Each and every one of us is a manager and the practice of management is found in every facet of human endeavour, educational institutions, business, government or non-government organisations, associations, mosques and families. Whatever may be the type of endeavour and/or organisation, the managerial hurdles to overcome for setting and achieving objectives are surprisingly similar for all organisations.

 Management is universal. Every group effort requires setting objectives, making plans, handling people, co-ordinating and controlling activities, achieving goals and evaluating performance directed towards organizational goals. These activities relate to the utilisation of four types of input or resources from the environment i.e human, monetary, physical, and informational. Human resources include managerial talent and labour; Monetary resources are the financial capital the organisation uses to finance both ongoing and long-term operations; Physical resources include raw materials, office and production facilities and equipment; and Information resources are data and other kinds of information utilised by the organisation. The job of the manager is to combine and co-ordinate these resources to achieve the organisation’s goals. 

Definitions of Management 

Management has been defined by various authors/authorities in various ways. So, the definitions of management are numerous. Most of them have merit and highlight important aspects of management. A few often-quoted definitions are: 

"The process of planning, organising, leading, and controlling the work of organization members and of using all available organisational resources to reach stated organisational goals", (Farmer, R.N. & Richman, B.M, 1965)
"Management is a distinct process consisting of activities of planning, actuating, and controlling, performed to determine and accomplish stated objectives with the use of human beings and other resources", (Drucker, 1988).

"Management is the process of planning, organising, leading, and controlling an organisation’s human, financial, physical, and information resources to achieve organisational goals in an efficient and effective manner". (Weihrich, H. & Koontz, H,1995)

Ivancerich, et al, (2009) defines the term management as “the process undertaken by one or more persons to coordinate the activities of other persons to achieve results not attainable by any one person acting alone”.

Proctor (1982) defines management as the task of planning, staffing, and controlling any organization or group. Mary Parker Follet defines the term management as “the art of getting things done through others”.

On the other hand, E.F.L. Bench defines management as a social process entailing responsibility for the effective and economic planning and regulating of the operations of an exercise, in fulfillment of a given purpose, such responsibilities include judgment, planning, controlling, integration, motivation and suspension.

All these definitions put emphasis on the attainment of organizational goals/objectives through deployment of the management process (planning, organising directing etc.) for the best use of organisation’s resources. Hence, management is “getting things done through other people in an efficient manner.” 
The term efficient means doing things in a systematic manner without waste. On the other hand a manager is a person who is responsible for directing the efforts aimed at helping organisations achieve their goals. The analysis of the above definitions provides the following aspects of management. 

· The purpose of management is to formulate effective (right) organizational strategies and  to achieve them efficiently (productively) based on the missions objectives and goals.

· Management deals with both internal and external environment.

· Management is concerned with all kinds of resources viz., human, financial, material machines, technology and technical know- how.

· Management functions include: planning, organizing, directing and controlling.

· Managers should possess varied skills in order to play a variety of roles.

· It applies to managers at all levels in an organization.
· Management is applicable to all kind of organizations i.e., both profit and non- profit oriented organizations. 

· Management vs. Administration.

· Management is an art and a science in order to create a surplus.

· Management need to be a profession to achieve goals continuously with an incremental  efficiency
Key Characteristics to Understanding Management

The following list will be beneficial to the beginning student of management. Although portions of the following were implied in the above discussion, this orderly list may prove helpful in systematizing your thoughts for this chapter.

a. Management is purposeful: Management deals with the achievement of something specific, expressed as an objectives or goal. Managerial success is commonly measured by the extent to which objectives are achieved. Management exists because it is an effective means of getting needed work accomplished. The fact that some executives have subordinates reporting to them does not ipso facto make them managers.

b. Management makes things happen: Managers focus their attention and efforts on bringing about successful action. They know where to start, what to do to keep things moving, and how to follow through. Successful managers have an urge for accomplishment. This means that in some cases the person practicing management may find that she or he is not winning a popularity contest, but members of the group still respect the managers. The management member gets along with people by not only liking them but also being firm and helpful and expecting the best.

c. Management is an activity, not a person or group of per sons: The word managing is more precise and descriptive than management. Popular usage, however has made management the widely accepted term Management is not people; it is an activity like walking, reading, swimming, or running. People who perform management can be designated as managers, members of management, or executive leaders. In addition, management is a distinct activity. It can be studied, knowledge about it obtained, and skill in its application acquired

d. Management is accomplished by with, and through the efforts of others: To participate in management necessitates relinquishing the normal tendency to perform all things yourself and get tasks accomplished by, with, and through the efforts of group members. This is far more difficult than it sound. Normally a person acquires ability in a specialized type of work and wins promotions through easing knowledge and skill in this field of specialization. However, the time comes when further promotion requires shifting from the role of a specialist to that of a management member. The prime measures of success become setting or securing agreement on the proper goals and getting others to accomplish these goals. How successfully this deliberate shift is made determines the potential of the new manager. This characteristic merit recognition by the ambitious specialist. All too frequently the best salesperson who is promoted to district sales manager remains a salesperson because he or she fails to comprehend the managerial difference between getting salespeople to sell and knowing how to sell. Likewise, the employee training expert who is advanced to assistant personnel manager may continue to be a training, expert, thus not succeeding in the new managerial post.

e. Management is usually associated with the efforts of a group: It is common to associate management with a group. However, management is also applicable to an individual’s efforts. For example, a person manages many personal affairs. The group emphasis steam from the fact that; an enterprise comes into existence to attain goals, and these are achieved more readily by a group than by one person alone. People become members of an enterprise to satisfy their needs and because they feel their giants will outweigh their losses or burdens as members of a group.

f. Management is intangible: It has been called the unseen force, its presence evidenced by the results of its efforts – orderliness, enthusiastic employees, buoyant spirit, and adequate work output. Strange as it may seem, in some instances the identity of management is brought into focus by its absence or by the presence of its direct opposite, mismanagement. The result of mismanagement is clear.

g. Management is aided, not replaced by the computer: The computer is an extremely powerful tool of management. It can widen a manager’s vision and sharpen insight by supplying more and faster information for making key decisions. The computer has enabled the manager to conduct analysis far beyond the normal human’s analytical capacities. It has forced managers to re-examine their analytical processes and judgment in view of the almost unbelievable data processing and feedback facilities of the modern computer.

However, a manger must supply judgment and imagination as well as interpret and evaluate what the data meant in each individual case. It is doubtful that General George Washington would have crossed the Delaware River if he had relied on a computer to help him decide. The data of using leaky boats at night during a snowstorm to face a numerically superior enemy would have indicated a low probability of success. However, ‘despite such rationale, Washington believed he could succeed, seized the initiative, assumed the large risk, and won his objectives.

h. Management is an outstanding means for exerting real impact on human life: A manager can do much to improve the work environment, to stimulate people to better things, and to make favourable actions take place. Frustrations and disappointments need not be accepted and passively viewed as inevitable. A manager can achieve progress, bring hope, and help group’s members acquire the better things in life.

Purpose of Management 

a) Management established an environment in which people can accomplish organisational goals with the least amount of time, money, materials and personal dissatisfaction or in which they can achieve as much as possible of a desired goal with available resources.

b) Management improves economic and social standards of living for instance the achievement of socio-political and economic targets in Uganda will depend on whether or not the management of the country can efficiently handle and contain the course of current and future events in the social, political and economic arenas.  

c) Management makes human effort more productive by bringing better equipment, plant, offices, products, services, and human relations to our society.

d) It effects improvements and progress by taking action that will make it possible for individuals to make their best contributions to group objectives. However, effective managing is the concern of the corporation president, the hospital administrator, the government secretary, the football manager, the college principal and the university Vice-Chancellor. 

e) Management is essential because it makes plans, directs employees and motivates them, co-ordinates the activities of all and ensures performance through control. It may so happen that an enterprise with a weak resource base may become successful with sound management. Moreover, it is often heard that there are huge natural resources in countries like Bangladesh, Uganda, DR Congo but it is due to the absence of proper management that they are being wasted. 
In many countries of Asia with a poor resource base, such as Japan, Singapore, Taiwan and the like, huge industrial development has not been possible without sound management. Research results also prove that the western economic giants like the USA and Germany could not have reached their present position without proper management. Conversely, the oil rich countries like Saudi Arabia, Iran or Iraq have failed to make any headway towards industrialisation because of the poor quality of their managerial capability. In fact management is the most important of all resources. 
It is vital both at the micro and the macro level. It is essential for every enterprise, for every society, for every country. President Roosevelt once rightly said, "No ideology, no political theory can win a greater output with less effort from a given complex of human and material resources without sound management".
f) The use of information technology and computer software in management is an added impetus to the overriding importance of management.
Functions of Management

Among the various approaches to the study of management, the process approach has gained wider acceptance. It is because this approach lays emphasis on what a manager does. A manager no matter his level in the organization performs several functions. There is no consensus among the management thinkers on the classification of management functions.

The number of functions as well as the terminology used to describe them is not alike. Henry Fayol identifies five functions, viz., planning, organizing, commanding, co-coordinating and controlling. Newman and Summer recognize only four functions, namely – planning, organizing, staffing, and directing. Koontz and O’Donnel classify the functions into planning, organizing, staffing, directing, and controlling. For the purpose of our study, we shall confine the discussion to the following five functions of management – planning, organizing, staffing, directing and controlling.
Planning 

Planning in simple is looking ahead. It is preparing for the future. It involves outlining a future course of action. Planning makes the things to happen. Therefore, it is needless to say that in the absence of planning, things are left to chance. Planning is unique in that it precedes all the other managerial functions. It involves deciding the objectives and formulating the policies and procedures to achieve them. Effective planning provides answers to questions like – what to do? How to do? Who is to do? And when to do?

 Planning is a function performed by managers at all levels. Though every manager plans, the plans developed by different managers may vary in respect of scope and importance. For example, plans made by top managers have a wider scope with a focus on the organization as a whole and normally cover a longer period. On the other hand, plans developed by middle and lower level managers relate to the divisions or departments and usually cover a short period. Systematic planning helps in facing the uncertainties of future with less embarrassment. It helps in making things happen in the expected way. 

Organizing 

Organizations achieve objectives by using physical and human resources. When people work in groups, everyone in the group should know what he/she is expected to achieve and with what resources. In other words, organizing involves establishing authority responsibility relationships among people working in groups and creating a structural framework. Thus, the manager’s task in organizing aims at creating a structure that facilitates the achievement of goals. Organizing therefore involves: 

· Determination of activities required to achieve goals;

· Grouping of these activities into departments; 

· Assignment of such groups of activities to a manager;

· Delegation of authority to carry them out; and 

· Provision for coordination horizontally and vertically in the organization.

The managerial function of organizing involves designing the structure and establishing functional and operational relationships. The resulting structure varies with the task. A large organization with huge market needs a different structure compared to a small organization. Similarly, structure of an organization operating in a stable environment may be different from the one operating in a dynamic environment. 

Staffing 

Staffing involves manning the various positions of the organisation. It includes manpower planning, recruitment and selection of the right people, training and developing them, deciding financial compensation, appraising their performance periodically. There is a debate whether staffing function is to be performed by all managers in the organisation or handled by human resources department alone. However, some processes of staffing are performed by personnel department only. For example recruitment and selection, training, fixation of salary, etc. Performance appraisal, on the other hand, may be done by all managers. 

Directing 

Once plans are made and the organisation is created, the focus shifts to the achievement of objectives. This function is called by various names: directing, leading, motivating, actuating and so on. It basically involves directing or leading the activities of the people. The manager directs the activities of his subordinates by explaining what they have to do and by helping them perform it to the best of their ability. In leading the people, the manager performs the following three distinct tasks: communicaton, leadership and motivation.

Leading is a function predominantly interpersonal in nature. In the organizational context many problems arise because of the failure of managers to understand the people, their aspirations, attitudes, and behaviour as individuals and in groups. If the manager fails in leading the people towards better performance, any amount of planning and organizing, however effective they are, may not help the organisation. 

Controlling 

Planning and controlling functions are closely interrelated in that while plans specify the objectives to be achieved, control as a managerial function facilitates to know whether the actual performance is in conformity with the planned one. So that, in the event of deviations, appropriate corrective measures could be taken. In the absence of adequate control mechanism, unexpected changes in the environment may push the organisation off the track. Thus, controlling implies measuring and correcting the activities to ensure that events conform to plans. That is why planning and controlling are often described as the ‘Siamese’ twins of management. It involves four main elements: 

· Establishing standards of performance;

· Measuring the actual performance and comparing it against the standard performance;

· Detecting deviations, if any, in order to make corrections before  it is too late; and

· Taking appropriate corrective measures
Levels of Management 
The three levels of management that are commonly found in any organisation are lower or front-line, middle and top management.
Illustration 
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Top Level Managements

Top level management are the senior level executives of the company including the Managing director or President Vice- Presidents, General managers, Chief managers of company, etc. Top level management particularly the managing director or President of the company is responsible for the overall management and performance of the company. Top level management formulates objectives, policies and corporate level strategies of the company. They provide direction to the organization by guiding its interactions with the environment.
Middle Level Managers

Middle level managers are responsible for coordination of the activities of various departments. Middle managers include managers of various departments, marketing, finance, human resource and research and development departments. These managers are responsible for the success or failure of their departments. Middle level managers formulate the objectives, goals and strategies of their departments based on those of the organisation. 

Lower Level Managers

Lower level managers are responsible for the work of the operating staff working with them. Lower level managers are also called first- Line or First- Line or junior managers. They direct, lead, motivate and coordinate the activities of the operating employees. These managers mostly supervise the operating perform their work. As such, the lower level managers are also called ‘Supervisors’.

Key Management Skills
For managers to perform their functions, they need the following critical skills:
Technical skills: Skills that reflect both an understanding of and proficiency in a certain area  procurement, finance, human resource, etc.

Human skills: Skills that are associated with the manager’s ability to work well with other people.

Conceptual skills: Skills associated with the ability to visualize an organization’s future.

Note: The demand for each of the above skills varies with the level of management as illustrated below.
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Other Vital Managerial Skills
Leadership Skills: To envision and motivate people for a great cause.

Communication Skills: Share and enthuse subordinates with the goals of the organisation.

Motivation Skills: Create the kind of environment where people perform to peak.

Listening Skills: To understand what staffs are actually saying beyond the words that they speak, and thus avoid costly mistakes.

Conflict Management Skills: Conflicts will happen wherever two forces are moving; a manager needs to be able to resolve conflicts.

Self Management Skills: S/he who leads others must first be able to govern self.

Managing Upwards: Understanding the objectives of your boss and how to address them

Decision Making Skill: Manager is ever making decisions and should be able to make well informed decisions.

Problem Solving Skills: The ability to analyse a problem and come up with worthy solutions.

Counseling Skills: A manager works with people and must have empathy.

Mentoring and Coaching: To pass on skills and prepare the leadership of tomorrow.

Time Management Skills: Time is the scarcest commodity for every manager and yet he must make the most out of what he has.

Team Building Skills: A manager cannot achieve his goals merely through individuals but requires effective teams. 

Crisis Management Skills: the environment is never stable and subject to changes that must be managed.

Change Management Skills: the environment is constantly changing and the manager should be able to manage change. 

Diversity skills: Today’s labor pool is increasingly diverse in gender, race, ethnic, and physical abilities

Outsourcing skills: There are many functions that are now outsourced for competitive organizations
HENRY MINTZBERG (1960s) MANAGEMENT ROLES

In 1960s, Henry Mintzberg developed the management roles after a careful study of executives at work. All these roles, in one form or other deal with people and their behaviour. These ten managerial roles are divided into three categories. The first category called the interpersonal roles arises directly from the manager's position and the formal authority given to him. The second category, the informational role arises as a direct result of the interpersonal roles and these two categories give rise to the third category called decisional roles. The roles, in the context of organizational behaviour, are as follows:

1.    Interpersonal Roles

In every organization managers spend a considerable amount of time in interacting with other people both within their own organizations as well as outside. These people include peers, subordinates, superiors, suppliers, customers, government officials and community leaders. All these interactions require an understanding of interpersonal behaviour. Studies show that interacting with people takes up nearly 80% of a manager's time. These interactions involve the following three major interpersonal roles:

a) Figure/lead Role: Managers act as symbolic figureheads performing social or legal obligations. These duties include greeting visitors, signing legal documents, taking important customers to lunch, attending a subordinate's wedding and speaking at functions in schools and churches. All these, primarily, are duties of a ceremonial nature but are important for the smooth functioning of an organization.

b) Leadership Role: The influence of the manager is most clearly seen in the leadership role as a leader of a unit or an organization. Since he is responsible for the activities of his subordinates therefore he must lead and coordinate their activities in meeting task-related goals and motivate them to perform better. He must be an ideal leader so that his subordinates follow his directions and guidelines with respect and dedication.

c) Liaison Role: The managers must maintain a network of outside contacts. In addition, they need to have a constant contact with their own subordinates, peers and superiors in order to assess the external environment of competition, social changes or changes in governmental rules and regulations. In this role, the managers build up their own external information system. This can be achieved by attending meetings and professional conferences, personal phone calls, trade journals and informal personal contacts with outside agencies.

2.     Information Roles

A manager, by virtue of his interpersonal contacts, emerges as a source of information about a variety of issues concerning an organization. In this capacity of information processing, a manager executes the following three roles.

a) Monitor Role: The managers are constantly monitoring and scanning their internal and external environment, collecting and studying information regarding their organization. This can be done by reading reports and periodicals, interrogating their liaison contacts and through gossip, hearsay and speculation.

b) Information Disseminator Role: The managers must transmit the information regarding changes in policies or other matters to their subordinates, their peers and to other members of an organization. This can be done through memos, phone calls, individual meetings and group meetings.

c) Spokesman Role: A manager has to be a spokesman for his unit and represent his unit in either sending relevant information to people outside his unit or making some demands on behalf of his unit.

3.     Decision Roles

A manager must make decisions and solve organizational problems on the basis of the environmental information received. In that respect, a manager plays four important roles.

1. Entrepreneur Role: Managers, as entrepreneurs are constantly involved in improving their units and facing the dynamic technological challenges. They are constantly on the lookout for new ideas for product improvement or product addition. They initiate feasibility studies, arrange capital for new products and ask for suggestions from the employees to improve organization. This can be achieved through suggestion boxes, holding strategy meetings with project managers and R&D personnel.

2. Conflict Handling Role: The managers are constantly involved as judge in solving conflicts among the employees and between employees and management. Mangers must anticipate such problems and take preventive action and take corrective action once the problem arises. These problems may involve labor disputes, customer complaints, employee grievances, machine breakdowns, cash flow shortages and interpersonal conflicts.

3. Resource Allocation Role: The managers establish priorities among various projects or programs and make budgetary allocations to different activities of an organization based on these priorities.

4. Negotiator Role: The managers in their negotiator role represent their organization in negotiating deals and agreements within and outside of an organization. They negotiate contracts with the unions. Sales managers may negotiate prices with prime customers. Purchasing managers may negotiate prices with vendors.

All these ten roles are important in a manager's job and are interrelated, even though some roles may be more influential than others depending upon the managerial position. For example, sales manager gives more importance to interpersonal roles, while the production manager may give more importance to decisional roles.
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