MANAGEMENT: 101
Organizations and Managers

· Organization: is a deliberate arrangement of people to accomplish some specific purpose.

E.g. University, government agencies, Salvation Army.

· All organizations have 3 common characteristics. 

1. Have a Distinct purpose;

- This purpose is typically expressed in terms of a goal or set of goals that the organisation hopes to accomplish.

2. Are composed of People; and

- People perform the work that is necessary for the organisation to achieve its goals.

3. Have a Deliberate Structure so that their members can do their work.



- Structure may be open and flexible or traditional with clearly defined rules.

· Organizations are changing due to changes in societal, economic, global and technological environment.

	Traditional (Old school)
Stable, inflexible

Job focused

Jobs define the work

Individual oriented

Permanent jobs

Command driven

Directive

Rules driven

9-5 workdays

hierarchies

work on site


	Contemporary (new school)

Dynamic, flexible

Skills focused

Tasks define the work

Team oriented

Temporary jobs

Involvement driven

participative

Diversity/customer driven

No time boundaries

Lateral networks

Work anywhere


· Management: is the process of coordinating work activities so that they are completed efficiently with and through other people. 

Management represents the ongoing functions or primary activities engaged in by managers. 

The functions managers perform in order to achieve the organisation’s purpose are:


1. Planning;


2. Organizing;


3. Leading; 


4. Controlling.

Planning involves:

- Defining goals;

- Establishing strategies; and

- Developing plans to integrate and coordinate activities.

Organizing is the process of:

- Determining what tasks are to be done;

- Who is to do the tasks
- How the task(s) are to be grouped;

- Who reports to whom; and

- Where decisions are to be made.

Leading involves:

- Motivating subordinates;

- Influencing individuals or teams;

- Selecting the most effective communication channels; and

- Dealing with employee behaviour issues.

Controlling involves:

- Monitoring actual performance;

- Comparing actual performance to standard, (this may be a  previously set goal)
- Taking action or correcting if necessary.

· Efficient and Effective Management

Efficient Management: referred to as ‘doing the right thing’.

- It is about getting the most output from the least amount of input. 

- If you can get more output form the given inputs, you have increased efficiency.

- Input resources, (people, money and equipment, are scarce therefore management is concerned with minimising resource costs).

Effective Management: referred to as ‘doing things right’.

- It is about completing activities so that organizational goals are attained. 

- It is concerned with the attainment of organizational goals.

Efficiency and Effectiveness are related. You cannot have one without the other if you want your organisation to be successful.

An organization may be effective by getting the job done but it may get done at a high cost, i.e. inefficiently. 

Alternatively, an organization by be very efficient by getting the most out of the available resources however they may not achieve it’s goals.
· Mintzberg’s Management Roles

[image: image1.png]e — Interpersonal roles

Figurehead I Leader I Liaison I
Informational roles

I T = ==

Monitor I Disseminator Spokespersonl
Decisional roles I

Entrepreneur Handler | Allocator | Negotiator





· Management Skills
- Technical skills include knowledge of and proficiency in a certain specialized field such as engineering, computers, finance or manufacturing.

Technical skills are more important in lower levels of management as they spend more time dealing with observable objects and processes.

- Interpersonal skills represent the ability to work well with and understand other people, to build cooperative effort within a team, to motivate and to manage conflict.

Interpersonal skills are important in all levels of management as all managers directly deal with people. They need to communicate, motivate, lead, and inspire enthusiasm and trust in order to get the best out of their people.

- Conceptual skills = the ability to conceptualize and to think about abstract and complex situations. Managers must be able to see the organization as a whole and understand how every fits within the organization.

Conceptual skills are more important in upper levels of management because it is at this level where managers often deal with abstract ideas.

[image: image2.png]Skills needed at different
management levels

Top
Management

Conceptual

Skills

Middle
Management

Human

Skills

Technical

Lower-level Skills

Management

I Level of Importance




· Managing Systems

System: a set or interrelated and interdependent parts arranged in a manner that produces a unified whole.

There are two basic types of systems:

1. Closed system



- Not influenced by their environment and do not interact with it.


2. Open system


- Dynamically interact with their environment.

Today, ‘organizational systems’ = open systems

Organization constantly interacts with its environment. 

The organization as an open system
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· Contingency Perspective or ‘situational approach’ of Management

Contingency perspective: an approach that say that organizations are different, face different situations and thus may require different ways or managing.

There are more than 100 different variables which determine how managers should manage. 

Four most widely used contingency variables are:

1. Organizational size


- As the size of an organization increases, so do the problems or coordination.

- It would be inefficient for an organization of 50 employees to have the same structure as an organization for 50 000 employees.

2. Routine driven  task technology
- Routine technologies require different organizational structures, leadership styles and control systems to customized or non-routine technologies.


3. Environmental uncertainty

- Things that work well in stable and predictable environments may be totally inappropriate in a rapidly changing and unpredictable environment. 


4. Individual differences
- Individuals differ in their desire for growth, autonomy, tolerance of ambiguity and expectations. Therefore different motivation techniques, leadership styles and job designs need to be selected by managers.

· Organizational Levels
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All managers regardless of level make decisions. They plan, organise, lead and control.

What differs is he amount of time they give to each function.

Content of the managerial functions changes with the manager’s level.

Low level managers more likely to focus on designing the jobs of individuals and work groups.
Top managers are likely to be concerned with designing the overall organization.

Managerial functions: distribution of time by level
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· Organizational Type

Profit or non-profit organizations, all have:


- political considerations


- business constraints


- motivational issues

Major difference is that in a profit organization, profit measures the effectiveness of a business organization. There is no such measure in non-profit organizations. 

· Organizational Size

The size of an organization influences:

(i) The importance of managerial roles.

[image: image6.png]Small firms

Spokesperson

Entrepreneur
Figurehead
Leader

Disseminator Entrepreneur





(ii) Difference in degree and emphasis, but not on the managerial functions.

Managers in both small and large organizations perform essentially the same activities what differs is:

 How they go about them.


(Example:. Planning in a small organization is less likely to be a carefully orchestrated ritual.

Controlling within a small business relies more on direct observation than on sophisticated computerised monitoring systems that are used in large businesses. 

The proportion of time they spend on each one.
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