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unit 1

One of the most important human activeities
is managing Ever sinvd people began
forming groups to accomplish aims they
could achieve as individuals, managing has
been essential to ensure the coordination of
individual efforts. As society has come to
rely increasingly on group effort, and as
many organized groups have become large,
the task of managers has been rising in
importance. The purpose of management
theory is to promote excellenve among all
persons in organizations, specially among
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Definition of Management: Its Nature and
Purpose

Management is the process of designing and
maintaining an environment in  which
individuals, working together in groups,
effectively accomplish selected aims. This
basic definition needs to be expanded:

1. As managers, people carry out the

managerial ~ functions of planning,
organizing, staffing, leading, and
controlling.

2. Management applies to any kind of
organization.
3.1t applies to managers at all

organizational level.
4. The aim of all managers is the same: to
create surplus.
5. Managing IS concerned with
productivity; this implies effectiveness

and efficiency.
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The Functions of Management
Many scholars and managers have found that

the analysis of management is facilitated by a
useful and clear organization of knowledge.
In studying management, therefore, it is
helpful to break it down into five managerial
functions — planning, organizing, staffing,
leading, and controlling — around which can
be organized the knowledge that underlies
those functions. Thus, the concepts,
principles, theory, and techniques of
management are grouped into these five
functions
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This framework has been used and tested
for many years. Although there are different
ways of organizing managerial knowledge,
most textbook authors today have adopted
this or a similar framework even after
experimenting at times with alternative ways
of structuring knowledge.
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Some scholars have organized managerial
knowledge around the roles of managers, as
shown in the Perspective. Indeed, this
approach has made a valuable contribution to
the study of management, since it also
focuses on what managers do and provides
evidence of planning, organizing, staffing,
leading, and controlling

MI uL’) @ Gy P (o (ygiko I A

S 55 Iy 1y e IS i 5
o oold iules oBuss cpl jo axil sl ylpae
ol 48 Ll 5l e gdly s il 0s,5 cauilele «
5 20 (oo el e azl g5, 5508 oy o
plaseiul « aibile « 5, aby 3l ganled &)
sty R sl Ses e o)l 5 g ly ¢ S 65,0

el 03905 Cg pie yiBgel

perspective S colSass contribution S U PV
to focus Oy 35 el to provide ools al|
Although the emphasis here is on home g1, 4ol aiby 5 oST eyl xS

managers’ tasks that pertain to designing an
internal environment for performance within
an organization, it must never be overlooked
that managers must operate in the external
environment of an enterprise as well. Clearly,
managers cannot perform their tasks well
unless they have an understanding of, and are
responsive to the many elements of external
environment — economic, technological,
social, political, and ethical factors that affect

their areas of operations.
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Perspective
The ten managerial roles identified by
Mintzberg:

Interpersonal roles
1-The  figurehead role  (performing
ceremonial and social duties as the
organization’s representative)
2-The leader role
3-The liaison role

Informational roles
1-The recipient role (receiving information
about the operation of an enterprise)
2-The  disseminator  role  (passing
information to subordinates)
3-The spokesperson (transmitting
information to those outside the
organization)
Decision roles
1-The entrepreneurial role
2-The disturbance-handler role
3-The resource allocator
4-The negotiator role (dealing with various
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Management as an Essential for Any

Organization

Managers are charged with responsibility of
taking actions that will make it possible for
individuals to make their best contributions to
group objectives. Management thus applies to
small and large organizations, to profit and
not-for-profit enterprises, to manufacturing as
well as service industries. The term
‘enterprise’ refers to businesses, government
agencies, hospitals, universities, and other
organizations. Effective management is the
concern of the corporation president, the
hospital administrator, the government first-
line supervisor, the Boy Scout leader, the
bishop in church, the baseball manager, and

the university president
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Managerial Functions at Different

Organizational Levels

Here, no basic distinction is made between
managers, executives, administrators, and
supervisors. To be sure, a given situation may
differ considerably among various levels in
an organization or various types of
enterprises. Similarly, the scope of authority
held may vary and the type of problems dealt
with  may be considerably different.
Furthermore, the person in a managerial role
may be directing people in the sales,
engineering, or finance department. But the
fact remains that, as managers, all obtain
results by establishing an environment for
effective group endeavor.
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functions. However, the time spent for each
function may differ. Top-level managers
spend more time on planning and organizing
than lower-level managers. Leading, on the
other hand, takes a great deal of time for first-
line supervisors. The difference in the time
spent on controlling varies only slightly for
managers at various levels.
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unit 2

Managers make things happen: that is their
duty. Management therefore attracts people
of a certain psychological makeup who
want to get on with the job of running their
organizations and are therefore dissatisfied
with theorizing. In short, they are looking
for a recipe that they can use with some
assurance that it will work. Students who
hope one day to be managers realize also
that such a recipe would improve their
chances of coping with the “real” world.
Moreover, such a recipe would make it easy

to deal with examination questions in
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Yet when they come to study
‘Organization and Management’, they do not
find any recipe. Instead they are faced with a
number of complex and often contradictory
theories. It is small wonder that one of the
specialists surveys the literature and refers to
it as the ‘management theory jungle’.
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| believe that there is only one satisfactory
way for the reader to cope with the
‘management theory jungle’ ... and cope with
it he must. For, although sometimes every
manager and student feels that he does not
need theories and that he should get on with
the job without a theory, this is not a realistic
option. The student cannot afford to do this
because he has examinations to pass. Neither
can the practicing manager.
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The problem of finding a path through the
‘management theory jungle’ is made more
difficult for students and managers by the
nature of the two categories into which most
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( 1) Texts that are prescriptive. These
are the work of authors who have identified
some organization and management
problem to which they think they have a
solution. Because they are trying to justify
their claims, their writing is propagandist in
tone. This is understandable, but it can also
mean that they may sometimes overstate
their case, or avoid talking about aspects of
certain problems that their proposals will
not solve. If they do mention such
problems, they either talk about them as if
these magnet problems are not so important
or they say that they rarely occur, or that
they are the result of bad management
practice. On the occasion when prescriptive
texts suffer from these shortcomings (and
as we shall see these are many), they make
the problem facing the manager or student
more difficult. They do so because they add
to the theories which form the management
theory jungle without being able to
eliminate from that jungle the theories they
were aiming to replace.
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( 2) Texts which are descriptive. These
are written by authors who fulfill the useful
function of giving a panoramic view of the
texts of the prescriptive authors. But, unless
they too are prepared to be prescriptive (for
criticism requires us to be prescriptive),
they will give the reader no real help. Some
may think that this is academically
desirable. Yet, in fact it presents to the
reader what may be little more than a list of
those who have written on the topic: “On
the one hand, Smith says this, while on the
other hand, Jones says that.” Although such
texts increase the reader’s awareness that
the management theory jungle is complex,
they carefully avoid suggesting which is the

‘right’ path.
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Faced with this situation, the student or
manager has really only one piece of
methodology that he can use to make any
sense out of the confusion that appears to
face him. This is to deal with the problem
as he would deal with any jigsaw puzzle
that he was required to solve and for which
he had no finished picture from which to
work. Just as in the case of a jigsaw some
parts can be said to fit each other because
of their general coloring, so some bits of
management theory can be seen as fitting
together because they have the same
general coloring. By that | mean that two or
more concepts can be recognized as being

consistent with a particular way of looking

s poe b ogmidly ¢ Condy cnl b assbs) o

S ) (Sranl 5l ailsn b oojls cwlid by, o S
sond oled cpl .l LD ¢ 318 g, i o Talls
O3k 45 (gl 4S5 4S5 glaxe > plSin o5 el
Ol 5l e a8 S5 1 T waly 81 Slob g (bl
o A a  less (pl o a5 jshailen 0,5 oo oy
Wlgs (o0 93 (segee SO o 4 e oS5 pan o,
b szl (S san Koo gle 4SS LS 0
S GBS I8 OBl s s 4 8 oo
Wz bogs a5 Cwl Gae pla rl Wb 1 e
2 eyat § ogd b wily (oo IS jeal 5 porie

O Ol oo bt 5 028l Lo po o0 b« Joliso < olSS

)ogw5é|)olﬁw&.}\sibmdug;&q|)u

at things and therefore can be seen as being Y

different parts of a wider conceptual

system.
methodology el g, confusion by« pulazel
to appear Oy Sl jigsaw puzzle dxlad aslad close
finished picture ouls plod pguas fitting ol o2 A
to be recognized Ol anslil consistent Sl b pad ool
particular 3,y pamia « pgasy conceptual Syl




Having put these bits of the jigsaw into
a system, he will look at the remaining
pieces of theory in order to construct
another system. Of course, if he follows
this way, he will be left with the problem
that none of these systems will be related
to any other. They will seem to be parts
of different With

problem  of  not

puzzles. such an
approach,  the
understanding the basic diversity remains.
The student can find enough material to
which  asks

pass an examination

superficial questions. But, because he
cannot understand why all the bits of the
picture are so different, he cannot see the
good points of different systems. For the
same reason, neither will the manager be
able to select the theory upon which his
actions will be based because he will have
no means of knowing which is ‘best’, nor

what ‘best’ means.
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As students and managers think about the
diversity of the theories that they find in
books, they may find it difficult to understand
why there are so many theories for so few
problems. In particular, they may find it
strange that theories that propose opposed
actions could grow from the same root
problem.
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Yet it is so. This is why, if we are to hope
to understand the differences between the
different theories, it is necessary for us to get
back to the root cause of such diversity. For
this return to the basic problem not only
reduces the complexity which faces us (since
there are fewer problems than answers) but it
is through the return to the common problem
that different theorists try to resolve that we
can compare and choose between their
theories on the basis of how well, in our
judgment, each may succeed.
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Practicing managers may ask themselves
why we do not separate the facts from the
theories. Whether in the ‘hard science’ of
physics or the ‘soft science’ of sociology (and
management has obvious relationships with
both) there are no ‘facts’ that are free of
interpretation by the human mind.
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I would not agree with those who say that
there is no significant difference between
‘hard” and ‘soft’ sciences. The physicist
draws conclusions about what is going on in
the objects he studies. By contrast, the
sociologist draws conclusions and makes
theories from analyzing the behavior of the
subjects that he studies. But they are subjects
and not objects. This makes the whole study
more difficult. Let us see why this would be
S0.
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It must be clear that a sociologist cannot
make sense of what is happening in the world
of the people whom he is studying unless he
is able to get inside their skins and see that
world with their eyes: that is to say, their
‘frame of reference’. Yet, he must be able to
step back into another ‘frame of reference’,
that of the sociologist. Thus the problem is
complicated to a degree not experienced by
the physicist. But worse is to follow.
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There is nothing to separate the people
being studied from the knowledge of the
conclusions which the sociologist has
reached. As an example, let us take the
concept of alienation. AIll writers are
implying that the alienated person is at odds
with the world, with his fellow-men, and not
least with himself Most sociologists suggest
that placing a person in the sort of
intellectually undemanding repetitive type of
work that we find in industry tends to create
alienation. True or false, the concept seeps
back on to the shop-floor and enters the
consciousness of the worker who is the
subject of the study. It therefore becomes part
of the frame of reference which he applies to
the world and of his perception of himself
within that world. There is therefore a priori
reason to believe that the original theoretical
conclusion reached by the sociologist will
seep through to the frame of reference of his
subject, and (to the extent that it materially
affects the subject’s future actions) become a
self-fulfilling prophecy.
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Not that the ground of ‘hard science’ is so
very much firmer. Indeed, the earthquake
caused by Einstein’s theory at the beginning
of this century was strong enough to bring
down the whole of Newtonian physics. Later
we were warned by other scientists and
philosophers against ever trying again to
create such a structure of knowledge as that
of Newtonian physics.
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For the whole approach to science in the
nineteenth century, which was to collect a
mass of incontrovertible knowledge, is now
believed by most scientists to be a mistaken
goal. Worse still, it is seen as being a goal
which is not in agreement with the true
spirit of research which must exist if
science is not to become dogmatic. This is
one of the reasons given by Popper, the
philosopher of science, against induction,
because the psychological result of
attempting to prove a theory right is that the
scientist will tend to protect a theory.
Although Popper’s approach is not free of
criticism, it has an advantage; for he
believes that the scientist should try to
prove his theory wrong, this is not only
psychologically better but also that it is
logically and methodologically so.
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Although it is always easy to be wise after
the event, there were at least two reasons
why, even in the nineteenth century, they
might have suspected that the structure of
Newtonian science might fall down to pieces
no matter how firm it then appeared to be.
The first was that any finite number of
observations can be explained in an indefinite
number of ways. This means that just because
certain observed facts support a particular
theory, the same facts could not equally be
used to support a completely different theory.
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The second warning had come from Kant
in the nineteenth century when he had
pointed out to us that we cannot obtain any
knowledge of the real world except by means
of our five senses. But our senses do not
receive stimuli as they are. They manipulate
them in some way. As a result, we never
really know the world as it is: we can only
know our interpretation of that world through
the manipulated stimuli.
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