What is Management?
The Purpose of Management

· Collective goals have to be set for the organisation and communicated to its members.

· These goals have to be met, and somebody has to ensure that this happens.

· The collective goals of the organisation have to be harmonised with the individual goals of its members, in order to secure their cooperation.

· Social arrangements – organisational structures and systems – have to be designed and maintained so that:

· The individual members pull together without gaps or duplicated effort

· Available resources are used to best effect

· Uncertainty and risk are reduced as far as possible

· The organisation needs a collective or corporate identity in its dealings with its employees and other stakeholders. Somebody has to create and sustain this corporate identity and the shared values or culture that accompany it.

· Somebody has to look after the interests of the organisations stakeholders.

Management can be regarded as the catalyst that is essential for converting the inputs of the operation into valued outputs and, in the process, ensuring that stakeholders’ needs are satisfied.

Managerial Functions

The process and functions of management have been analysed in various ways by different writers. One of the first, and most influential, accounts of management functions was provided by the French industrialist Henri Fayol. Fayol listed the functions of management as follows:

(a) Planning
This essentially means looking to the future. It involves selecting the ‘ends’ which the organisation wishes to achieve (its objectives) and the ‘means’ (plans, policies, programmes and procedures) it will adopt in order to achieve them.

(b) Organising
The work to be done (in order to fulfil the plans) must be divided and structured into tasks and jobs, within a formal structure of authority and communication. Organising includes work scheduling (what is to be done when) and work allocation (who is to do what).
(c) Commanding
Fayol referred to this as maintaining activity among the personnel. It involves instructing and motivating subordinates to carry out tasks.

(d) Coordinating
This is the task of harmonising the activities of individuals and groups within the organisation, reconciling differences in approach, timing and resource requirements in the interest of overall organisational objectives.

(e) Controlling
This is the task of monitoring the activities of individuals and groups, to ensure that their performance is in accordance with the plans, standards and objectives set for them. Deviations must be identified and corrected.

Managing Tasks

A number of functions listed by Fayol concern the management of tasks. Planning, controlling, organising and coordinating are closely inter-linked in the process of mobilising and managing resources of the organisation: labour, time, information, materials, people, finance, etc.

Why Plan and organise?

If individuals and groups within an organisation are to be effective in working for the achievement of the organisation’s objectives, they need to know what it is that they are expected to do. Planning allows managers to identify:

· The objectives for which they are responsible
· What actions will serve towards achieving those objectives

· How far they are being successful in achieving those objectives

Planning and organising are important functions in an organisation for the following reasons:

(a) Uncertainty

Organisations cannot deal with things in an ad hoc way, as they occur, without chaos ensuing. The future, however, cannot be foreseen with certainty and even the best-laid plans will go wrong to a greater or lesser degree (which is where ‘control’ comes in). Nevertheless, plans and structures give some direction and predictability to the work of the organisation: in other words, they are a form of risk management.

(b) The need for coordination

Organisations are collections of individuals and groups (or sub-systems): each will perceive its own part of the organisation’s activity, and work towards its own objectives accordingly. Planning and organising ensures that:

· Sub units of the organisation know what it is they need to achieve, and when

· Work ‘flows’ from one process (or department) to another without hold-ups or clashes, and without idle time or overwork for staff and machinery

· The resources required for a task are available where and when they are required

· Required work is being done by somebody – but not being duplicated by others, with a waste of effort

· All of the above are achieved in such a way that products/services of the required quality are available to customers at the right place, at the right price and at the right time

(c) The need for objectives

Human beings are purposive. They like to feel that their actions have a point. If the organisation does not set objectives, people will set their own, according to their own interpretation of the situation: chaos ensues. Objectives are also important in learning and motivation, so people can target and adjust their behaviour according to what they want to achieve.

Types of Plans

Planning involves decisions about:

· What to do in future

· How to do it

· When to do it and

· Who should do it

Such questions are relevant at all levels of organisational activity:

(a) At a strategic level – deciding what business the organisation should be in, and what its overall objectives should be.

(b) At a tactical level – deciding how it should go about achieving its overall objectives: what products it should produce, how it will organise work and so on.

(c) At the operational level – deciding what needs to be done from day to day and task to task.

There are therefore a number of different types of plan, which can be categorised as follows.

Objectives

Objectives are the end goals, towards which all the organisation’s activities will be directed: to earn a profit, say, or provide a certain service.

Strategies 

Strategies are long-term plans for the activities and resources that will achieve the organisation’s objectives. (A manpower strategy, for example, is a plan for the number and types of staff to be acquired and maintained in the long term).

Policies

Policies are general statements or ‘understandings’ which provide guidelines for management decision making. (It might be company policy, for example, to offer five-year guarantees on all products, or to promote managers from within the organisation). Policy guidelines allow managers to exercise their own discretion and freedom of choice, but within certain acceptable limits.

Procedures

Procedures are chronological sequences of actions required to perform a task: they exist at all levels, but become more extensive lower down in an organisation’s hierarchy, where the work is routine. They have three main advantages:
(a) Efficiency. Procedures (ideally) prescribe the most efficient way of doing a job.

(b) Routine. Procedures remove the need for the exercise of discretion, where fresh decisions are not necessary.

(c) Standardisation of work makes output more predictable and more consistent throughout the organisation.

Rules

A rule (or regulation) prescribes a specific, definite action that must be taken in a given situation. It allows no discretion - unlike a policy. For example: ‘Employees with access to a phone must not use it to make personal calls’.

Programmes

Programmes are coordinated groups or series of plans, which together achieve a particular objective: for instance, a company might undertake a programme of expansion, computerisation, or customer care, involving different aspects and stages of planning.

Budgets

A budget is a formal statement of expected results set out in numerical terms, usually summarised in money values. It is a plan for carrying out certain activities with specified resources within a given period of time, in order to achieve certain targets.

Planning and Control

Planning is the process of deciding what should be done. Control is the process of checking whether it has been done, and if not, doing something about it. The combined processes of planning and control are known as a control cycle, which has six stages:

1. Making a Plan – deciding what to do and identifying the desired results. The plan should include:

(a) Aims, which dictate

(b) Priorities, or ‘key results’ (objectives which must be achieved for the aims to be fulfilled) and ‘key tasks’ (things which must be done on time and to the required standard if the key results are to be achieved), for which there should be

(c) Performance standards, the definition of how well key tasks must be performed in order to achieve key results (acceptable quality, cost or amount of output).

(d) Specific short-term goals for key tasks, against which progress can be monitored; so that

(e) Action plans, specifying ‘what, how, who, when, where and how much’ can be formulated.

2. Carrying out the plan, or having it carried out by subordinates.

3. Monitoring and measuring actual results achieved.

4. Comparing feedback on actual results achieved.

5. Evaluating the comparison, and deciding whether further action is necessary to ensure the plan is achieved. If results are worse than planned (negative feedback), the activity will have to be adjusted to get it back on course. If they are better than planned (positive feedback), it may be desirable to maintain the deviation from the plan, or to adjust the plan itself to take advantage of the situation.
6. Implementing corrective action where necessary.

Managing People

You may have noticed that Fayol’s framework does not give particular priority to the ‘people’ aspects of management. By including ‘commanding’ however, he does recognise the important fact that managers perform their functions and achieve their objectives (or not) with and through the efforts of other people.

Later writers, recognising more fully the interpersonal (as opposed to purely administrative) dimensions of management, pointed out that management involves many complex human relations functions.
· Managers are also leaders. Team members may be willing to comply with the procedures and rules of the task, but they will arguably be more effective if they can be encouraged to commit themselves to its objectives.

· Managers are communicators. Managers are collectors, disseminators and users of information. Leadership requires communication skills such as the ability to inspire, influence, persuade or resolve conflict.

· Managers are human resource mobilisers. Managers are responsible for obtaining, retaining, developing, allocating and (where necessary) shedding, labour resources.

· Managers have superiors, peers and colleagues. Managers have to maintain cooperative relationships with other managers, and individuals not within their power of authority, in order to obtain resources and achieve shared objectives

· Managers represent the organisation to other people, inside and outside the organisation.

