Solutions to activities

Management
The nature of management is variable.  Management relates to all activities of the organisation and is undertaken at all levels of the organisation.  Management is not a separate, discrete function.  It cannot be departmentalised or centralised.  An organisation cannot have a ‘department of management’ in the same way as it can have a department for other functions, such as production, marketing, accounting, or personnel.

It is not easy to find agreement on the definition of management, or of a manager.  For example:

(a) ‘Management is delegation’

(b) ‘The task of management is to create teams out of individuals’

(c) ‘The responsibility of management is to achieve results’

(d)
‘Management is the ordering and co-ordinating of functions to achieve a given purpose’

Our concern is with management as involving the exercise of formal control over the work of other people.  However, management is not homogeneous but takes place in different ways. One approach is to analyse the nature of management and to identify common activities and principles, thereby distinguishing ‘managing’ from ‘doing’.

The functions of management

Henri Fayol (1929), the French management theorist, listed the functions of management as follows:

1. Planning. This involves setting objectives (targets), establishing procedures for reaching the targets and allocating the resources necessary to meet the plans (budgets).

2. Organising. Designing the organisation structure, (i.e. grouping tasks into jobs for the individual, the team and the department), delegating authority to carry out the jobs, providing systems for information and communication, hiring the right people and establishing incentives.

3. Commanding. This involves giving instructions to subordinates to carry out tasks over which the manager has authority for decisions and responsibility for performance.

4. Co-ordinating.  This is the task of harmonising the activities of individuals and groups, which will inevitably have different ideas about what their own goals should be.

5. Controlling. Monitoring results against the plan, identifying problems, producing solutions and implementing them.

_____________________________________________________________________

Student activity 1

Think about the activities of a manager you have worked for.  What do you think is left out from Fayol’s list? What do you think is wrong with it?

​​​​​​​​​​​​​​​​_____________________________________________________________________
How managers really behave

From his research into real-life managerial behaviour, Stewart (1976) concludes that the traditional picture built up of a manager as one who plans, organises, commands, co-ordinates and controls in a logical, ordered manner is a myth. He found that managers live in a whirl of activity, switching attention every few minutes from one problem to another.  Planning is conducted on a day-to-day basis, in between managing crises.

Another myth is that a manager has no routine duties to perform, as these have been delegated to juniors.  Mintzberg (1973) discovered that managers perform a number of routine duties, particularly of a ceremonious nature (e.g. receiving important guests).

Management Effectiveness

Effectiveness is often defined as ‘doing the right things’.  In the context of a firm, this relates to the firm’s ability to serve the needs of its various stakeholder groups:

· Shareholders expect a return on their investment.

· Customers expect suitable products and services at an appropriate price.

· Suppliers expect to be paid.

· Workers expect to be employed.

Ultimately, management effectiveness is measured by the ‘success’ of the organisation in carrying out its mission and achieving its objectives.

Student activity 2

Based on your own experience of work, managers and management, what do you think determines or affects whether a manager will be effective or ineffective?

_____________________________________________________________________

Management and Leadership 
An important distinction is between management and leadership.  The functions of management are concerned with logic, structure, analysis and control. If done well it produces predictable results on time.  Leadership, however, requires a different set of actions and a completely different mind set:

1. Creating a sense of direction – usually the result of dissatisfaction with the status quo.  Out of this challenge a vision for something different is created.

2. Communicating the vision – which must meet the realised or unconscious needs of other people and the leader must work to give it credibility.

3. Energising, inspiring and motivating – in order to stimulate others to translate the vision into achievement.

All these activities involve dealing with people rather than things.

The crux of every management job lies in the jobholder’s capacity to obtain the commitment of people to the objectives of the organisation, which is another way of saying ‘to exercise appropriate leadership’. Leadership is a concept which has fascinated humankind for centuries, but only in recent years has any kind of theory of leadership emerged.

A working definition of leadership is suggested as follows:
‘Leadership is a dynamic process at work in a group whereby one individual over a particular period of time, and in a particular organisational context, influences the other group members to commit themselves freely to the achievement of group tasks or goals’.

This working definition encompasses several important features of leadership:

1.
Leadership is a dynamic process, influenced by the changing requirements of the task, the group itself and the individual members. The implication of this is that there is no ‘one best way’ of leading, and leaders need to be able to exercise a range of behaviour to maintain their role effectively.

2.
Leadership is not necessarily confined to one person, but may be shared between members. Usually, an appointed leader (e.g. manager) is nominally in charge of a group, but he or she may not always be the leader in practice. Some leaders are mere figureheads. The significant point is that whoever exercises influence is the leader.

3.
The leader’s principal role is to influence the group towards the achievement of group goals. In an official group, such as a production team, goals are set mainly, if not exclusively, by senior management. In an informal (unofficial) group, composed of people who have got together as friends and workmates, group goals are much more likely to be agreed on a consensus basis. Either way, the leader’s task is to gain the group’s commitment to these goals.

4.
Leadership is exercised in, and influenced by, the particular set of circumstances which form the organisational context. This context has important implications for the degree of power possessed by the leader.

_____________________________________________________________________

Student Activity 3

Having now read a little about leadership and how it is different from management, do you think that leaders are born or made?  In considering your response, you may find it helpful to ponder the views of Field Marshall Lord Slim, when Governor-General of Australia:

‘There is a difference between leadership and management. Leadership is of the spirit, compounded of personality and vision; its practice is an art.  Management is of the mind, a matter of accurate calculation…its practice is a science.  Managers are necessary; leaders are essential.’

_____________________________________________________________________

Leadership:  Theory and Practice

Generally, leadership theories fall into one of three categories:

· Trait theory

· Style theory

· Contingency theory

Trait Theory

The earliest studies of leadership focused on the personal qualities, or traits, of leaders. The thinking behind this approach was that the secret of leadership lies in some innate ‘qualities of leadership’ possessed by selected members of society. It is true that personal qualities - or ‘charisma’ - can play a part in the exercise of leadership. Nevertheless, the so-called ‘trait theories’ of leadership produced such varied accounts of the key characteristics that Handy (1976) mentions that by 1950 over 100 studies into leadership qualities could only find common features in about 5% of the cases studied.

Although trait theories are largely discredited as an instrument of leadership theory, the qualities approach can have some useful applications in management training and development. For example, Pedler, Burgoyne and Boydell (1978) describe a list of attributes which were found to be possessed by successful managers and not possessed by less successful managers.

The most important types of leader
The most important types of leader which have been identified are:

1.
The Charismatic leader, who gains influence mainly from strength of personality, e.g. Napoleon, Hitler, Churchill, Robert Maxwell and others. The difficulty with charismatic leadership is that few people possess the exceptional qualities required to transform all around them into willing followers! Another issue is that personal qualities, or traits, of leadership cannot be acquired by training, they can only be modified by it. 

2.
The Traditional leader, whose position is assured by birth, e.g. kings, queens and tribal chieftains. This is another category to which few people can aspire. Except in the small family business, there are few opportunities for traditional leadership at work.

3.
The Situational leader, whose influence can only be effective by being in the right place at the right time, i.e. who takes the lead on account of particular knowledge or skills required at the time, e.g. Bruce Willis in ‘Armageddon’. This kind of leadership is too temporary in nature to be of much value in a business. What is looked for is someone who is capable of assuming a leadership role in a variety of situations over a period of time.

4.
The Appointed leader, whose influence arises directly out of his position, e.g. most managers and supervisors. This is the bureaucratic type of leadership, where legitimate power springs from the nature and scope of the position within the hierarchy. The problem here is that, although the powers of the position may be defined, the jobholder may not be able to implement them because of weak personality, lack of adequate training or other factors.

5.
The Functional leader, who secures their leadership position by what he or she does, rather than by what they are. In other words, functional leaders adapt their behaviour to meet the competing needs of the situation.

Style Theories

The interest in the human factor at work which was stimulated by the researchers of Human Relations, and taken up by the social psychologists who followed them, led logically to an interest in leadership as an aspect of behaviour at work, rather than of personal characteristics. 

A leader cannot try to forget that s/he is the ‘boss’ by being friendly and informal with subordinates, or by consulting them before making any decisions.  A leader can try to avoid acting dictatorially, but s/he must accept the responsibilities and consequences of being a leader.

‘since no important decision ever pleases everyone in the organisation, the leader must also absorb the displeasures, and sometimes severe hostility, of those who would have taken a different course.’






Douglas McGregor, 1987

However, whilst a leader must exercise authority, the way in which this is done (the style of leadership) might vary.  It is generally accepted that a leader’s style of leading can affect the motivation, efficiency and effectiveness of his or her subordinates.

Since the 1950s, in particular, several theories about leadership, or management, style have been put forward. These have tended to be expressed in terms of:

(a)      authoritarian versus democratic styles, or 

(b)      people-orientation versus task orientation.

A selection of the best-known style theories is discussed below:

(a )
Authoritarian versus Democratic Styles
Three examples of this approach to management style are as follows:

1. Douglas McGregor’s Theory X and Theory Y
The Theory X manager - tough, autocratic and supporting tight controls with punishment-reward systems - the authoritarian.


The contrasting style is that of the Theory Y manager - benevolent, participative and believing in self-controls - the democrat. 

2.
Tannenbaum and Schmidt proposed a continuum of leadership styles, ranging from authoritarian behaviour at one end to democratic behaviour at the other:

This model demonstrates that managers have a choice in selecting a leadership style. They acknowledge that this choice is affected by ‘forces’: the manager himself, his subordinates, and the situation. They recommend a flexible style depending on the manager’s perception of the strength of the three forces.

The continuum has been utilised for management development purposes as a useful way of getting managers to think about flexibility of style. 

3.
The tells/sells/consults/joins style
The Research Unit at Ashridge Management College (1966), based on studies in several industries in the UK, distinguished four different management styles:

i. The autocratic or tells style.  

ii. The persuasive or sells style

iii. The consults style.

iv. The democratic or joins style.

They are outlined, together with their associated strengths and weaknesses, in the table on the following page.

The findings of the study indicated that there was a clear preference amongst the subordinates for the consults style of leadership but most managers exercised the tells or sells style.

Student Activity 4

Using the tell/sell/consult/join framework, indicate which style of leadership you would adopt if you had to manage each of the following situations.  Think carefully about your reasons for choosing one style rather than another, in terms of the results you are trying to achieve and the possible need to secure commitment from those affected.

(a) Due to outside factors, the personnel budget has been reduced for your department and one-quarter of your staff must be made redundant.  Appraisal records are available for each person involved.

(b) There is a recurring administrative problem which is minor, but irritating to everyone in your department.  Several solutions have been tried in the past, but without success.  You think you have a remedy which will work, but unknown problems may arise, depending on the decision made.

(c) A decision must be made about the starting and finish times for work.  The organisation wishes to stagger the times in order to relieve traffic congestion and each department can make its own decisions.  It doesn’t really matter what the times are, so long as everyone in your department conforms to the decision.

(d) You have told your boss and others about a new idea that you want to try out in your department to reduce costs. They have all been enthusiastic and urged you to try it. You have worked out the plans in detail, but the decision to proceed has not yet been made.

(e) Even though they are experienced, members in your department don’t seem to want to take on responsibility for decisions.  Their attitude seems to be, ‘you are paid to manage, we are paid to do the work, so you make the decisions.’  Now an issue has come up for a decision which will personally affect every person in your department.

Style theories (continued)

(b)
People versus Task Orientations

Examples of approaches utilising two of the leadership variables - people and tasks - are as follows:

1.
The Michigan Studies (1950)
These studies analysed a number of variables between managers of high-productivity groups and managers of low-productivity groups. The object was to see if any significant differences could be identified, thus providing some clues to leadership behaviour. In many respects (age, marital status, etc.) there were no such differences between the two groups.

However, one significant difference was noticed, and this was that the supervisors in charge of the high-producing groups tended to be employee-orientated while their opposite numbers in the low-producing groups tended, ironically, to be production-centred. The employee-orientated supervisors paid more attention to relationships at work, exercised less direct supervision and encouraged employee participation in decision-making. Production oriented supervisors were more directive and more concerned with task needs than people needs. The two different orientations appeared to represent different ends of the same continuum:
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2.
Blake and Mouton’s Management Grid (1964)
The grid represents a matrix of potential management styles of leadership, and was first devised as an aid to management development. Using the basic grid model, managers can identify their current style and, if appropriate, learn what to do to achieve a ‘better’ style.

The grid uses two dimensions: 

i. concern for people, and 

ii. concern for production (or task). 

The extreme cases shown on the grid are defined as:

(a) Impoverished management. The manager is lazy, showing little effort or concern for staff or work targets.

(b) Country club management. The manager is attentive to staff needs and has developed satisfying relationships.  However, there is little attention paid to achieving results.

(c) Task management.  Almost total concentration on achieving results. People’s needs are virtually ignored and conditions of work are so arranged that people cannot interfere to any significant extent.

(d) Middle-of-the road-management. Adequate performance through balancing the necessity to get out work while maintaining morale of people at a satisfactory level.

(e) Team management. A high performance manager who achieves high work accomplishment through ‘leading’ committed people who identify themselves with the organisational aims.  Seen to be the best style as it emphasises both people and task needs.

3.
John Adair’s
(1973) Functional or Action-centred leadership model
This approach sees the leadership process in a context made up of three main variables, all of which are interrelated and must be examined in the light of the whole situation.  These are:

i. Task needs

ii. Individual needs, and

iii. Group needs

Adair argues that :

‘.... leaders should always be aware of both the group and each individual, and seek to harmonise them in the service of the third factor - the common task.’

Adair’s model is based on three overlapping circles, which make up the primary contingencies required to be balanced by the leader.

The value of perceiving leadership as achieving the best balance between the three overlapping areas of task, group and individual needs is that it becomes clear that failure to meet any one area will adversely affect the chances of success. 

So, for example, if a leader concentrates on Team and Individual needs to the neglect of Task, then both the former will be less than completely satisfied. If the Task is not completed satisfactorily then both team and individual morale are likely to suffer. The reason for this is partly that people come together in groups precisely to achieve tasks that they are unable to fulfil on their own. Thus, if the task is not met, there will inevitably be disappointment. Of course, many leaders, especially those who are appointed to their role, prefer to focus on the needs of the task, since those are easier to handle - they don’t answer back! Such leaders neglect, or overrule, individuals’ needs, and the needs of a group as whole, in order to achieve the task laid on them by their superiors. Inevitably, this leads to a self-defeating position, where the task is not achieved adequately because individual and group needs have not been met.

Contingency Theories

A contingency approach to leadership is one which argues that the ability of a manager to be a leader, and to influence his subordinate work group, depends on the particular situation, and will vary from case to case.

Charles Handy’s Best Fit Approach

Handy suggested the factors in a situation which contribute to a leader’s effectiveness are as follows:

	      THE LEADER

· Skills

· Knowledge

· Personality

· Style


	       THE TASK

· Objectives of the job

· The technology used

· Methods of working

	      SUBORDINATES

· Skills

· Motivation

· Personality

· Preferred leadership style


	      THE ENVIRONMENT /

      SITUATION

· The position of power held by the leader
· Organisational norms


The Key Leadership Variables

Taken together these variables form the total leadership situation, and the art of leadership is to find the best balance between them in the light of the total situation.

Conclusion
We now know enough about leadership to understand that it is not just a straightforward choice between this or that style. It is principally a question of balancing a number of key factors, such as the nature of the task, the composition of the group, the degree of authority available, and the personal attributes of the leader. This balancing act is not achieved in a vacuum, but in the context of a living organisation, composed of ordinary people, and shaped by their dominant values.

Activity 1

Activity 2

Activity 3

Activity 4

Leadership and Power
Leadership generally implies consent

Power is a matter of getting other people to do things they might not otherwise have done.

French & Raven (1958)
>
identified 5 principal sources, or bases, of power:

*
Coercive power

uses threats and punishment to achieve its ends


e.g.  the threat of dismissal



  mass walk-outs by 
  
 


employees

*
Reward power

the use of rewards to influence people’s compliance


to be effective, the rewards must be desired by the target group


e.g.  financial inducements

*
Legitimate power

i.e. authority


implies the power to act as well as power over resources (including people)


is invariably limited in some way

*
Expert power

comes from possessing specialised knowledge and skills

*
Referent power

personal power or charisma


once the high regard of others goes, so does the power


therefore, often used along with other power sources

2.
Rensis Likert’s four Management Systems:

System 1
-
Exploitive-authoritative

This is where power and direction come from the top downwards, where threats and punishment are employed, where communication is poor and teamwork non-existent. Productivity is mediocre.

System 2
-
Benevolent-authoritative

Similar to System 1, but allows some opportunities for consultation and delegation. Productivity is fair to good, but at the cots of considerable absenteeism and labour turnover.

System 3
-
Consultative

Goals are set or orders issued after discussion with subordinates. Communication is both upwards and downwards, and some teamwork is encouraged. Rewards are preferred to threats. Productivity is good.

System 4
-
Participative

This is the ideal system. The keynote is participation, leading to commitment to organisational goals. Communication is good and higher-level needs are catered for. Productivity is excellent.

The Ohio Studies
These studies were conducted during the 1950s. Like the Michigan Studies shortly before, they were concerned to describe leadership behaviour. The basis of the initial research was a leader Behaviour Description Questionnaire of some 150 items. When the responses to this questionnaire were analysed two distinct groupings of behaviour emerged, which ere defied as ‘Consideration’ and ‘initiating Structure’.

Consideration described behaviour that was essentially relationship-orientated or considerate of employees’ feelings. Initiating Structure referred to behaviour concerned with the organisation of work processes, including communication channels, allocating tasks, etc. Unlike the Michigan Studies, the Ohio team’s conclusion was that it was possible for a supervisor/manager to score high on both dimensions.
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