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INTRODUCTION

You are welcome to BUS 839 - Management Theory. dhwse is a

two credit unit course. It is an interesting couitsat exposes you to the
understanding of what management theory is, wh@quoded the

theories, where, when and why the theory was proged and the

philosophy behind the theory. This is so becausettieorists have a
variety of different backgrounds. Some draw upoeirtlexpertise as
practising managers, some on their knowledge oiomalt and local

government administration, some on the findingthefr research work.
All are modern in that the influence of their waskcurrently being felt.

All have attempted to draw together information athdtil theories

about how organizations function and how they stidué managed.
Management theory is at the core of managementtipgabecause
theory and practice are inseparable. Theory begetstice and vice

versa. In order to achieve the course aims ancctbgs, some general
guidelines have been articulated which will asgmi on how best to
read, study and understand each unit of the cd&ik®839. The course
has seventeen units spread across fourteen legkeks. At the end of
each unit, there is a tutor marked assignment (TM&h suggested

answers.

BUS 839 - Management Theory is a major course edfdry M.Sc.

Business Administration students of National Openiversity of

Nigeria. It enriches them in understanding the gqariéosophies behind
management practices across different strata, a@#ns and
environments. It is hoped that not just the stusleitNOUN but also
management practitioners and administrators alil@ildv find this

course beneficial to their practice.

The course is made up of seventeen units with asfamn general
overview of management, the various managementpeetises -
classical, behavioural, quantitative and contempordhe aim is to
provide students and practitioners with up to daéd¢e of management
theory to serve in their various work situationfieTonly requirement
for this course is a first degree in any disciploreits equivalent from
any tertiary institution.

This Course Guiderovides you briefly’ with what the course is abou
The guide also suggests to you the amount & §iou need to spend
on each unit of the course in order to successfodynplete your
programme. It also gives you some guidance on yator-marked
assignments. Comprehensive  information  on  tutorkethr
assignments is found in the separassignment File.
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COURSE COMPETENCIES

This course provides learners with the ability to aalyze the:

a. Content of the theory: What are the factors— cdements,
variables, concepts, constructs, and so on—thatemgk the
theory?

b. Dynamics of the theory: What are the relationshiggstematic
ways in which the contents are related?

C. Rationale of the theory: What are the underlyingchslogical,
economic, social, and structural dynamics that a@rplthe
relationships?

d. Domain of the theory: What are the temporal, coftaix or
otherwise defined boundary conditions in which ttheory holds?

e. Context of the theory: What is the connection tailsir theories
and shared conceptions (general or mid-range)eopkienomena?
f. Roles management theory have in helping us solvielgms we

face in our organizational lives today?

Therefore, at the completion of this course, youulMiohave been
properly equipped to man any organization irregpectof size,
structure, environment or culture effectively. Yare once again
welcome to BUS 839 - Management theory.

COURSE OBJECTIVES

To achieve the overall objectives of the courseheanit has been
assigned specific objectives. The unit objectivesaways included at
the beginning of a unit. You are advised to reashttbefore you start
working through the unit. You may want to referttem during your

study of the unit to check on your progress. bould also always
look at the unit objectives after completing a unithis guarantees that
you have done what is expected of you in each unit.

Below are stated the wider objectives of the cowasea whole. You
would have achieved the aims of the course as @enh you meet
these objectives.

After completing this course, you will be able to:

1. Discus an over view of management theory.

2. Evaluate the evolution of management thought.

3. Analyze the pre-classical management and the ¢went
management school.

Describe the bureaucracy .

Discuss the administrative management school.

ok
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6. Explain the behavioural movement.

7. Describe the Hawthorne studies .

8. Discuss the Human Relations movement .

. Explain the behavioural science approach to managée

10. Discuss Operations Management (OR), or ManageB&ence.
11. Explain Operations Management.

12. Justify the systems theory.

13. Explain the contingency theory.

14. Describe the emerging views of management.

O

WORKING THROUGH THIS COURSE

To complete this course requires you to read thdysunits, read the
references provided and further materials that tmayrovided by the
NOUN. You will also have to take some tutorials.

Each unit contains self-assessment exercises, taswh®e points in the
course you are required to submit assignmentsgeessment purposes.
The examination comes up at end of this course.

Listed overleaf are the components of the coursstwou have to do
and how you should allocate your time to each wndarder to complete
the course successfully on time.

COURSE MATERIALS
Major components of the course are:

|. Course guide

2. Study units

3. Text books

4. Assignment file (to be made available by the NNQU
5. Presentation schedule.

You are advised to purchase some of the recommeteddaboks that
NOUN will not provide. You are free to contact yotutor or the

developer of this course if you have problems intamling the

recommended textbooks. There are sixteen studg imihis course, as
follows:

STUDY UNITS

Module One: Concepts and Principles of Management

Unit 1: Management: An Overview
Unit 2: Management Functions.
Unit 3: Management: A Science or an Art?

Unit 4: Manager Versus Leader: The Controversy

vi
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Unit 5: Managerial Job Types

Module Two: Scientific Management and Classical Management
Theory

Unit 1 The Evolution of Management Theories

Unit 2 Scientific Management Theory

Unit 3 Administrative Management School

Unit 4 Bureaucracy

Module Three: Neo-Classical or Human Relations Theory

Unit 1 Neoclassical Theory — the Hawthorn Studies

Unit 2 Human Relations Movement

Unit 3 The Behavioural Science Approach

Module Four: Modern Theories of Management

Unit 1: Operations Research (Management Science)

Unit 2: Management Information Systems

Unit 3: Contemporary Management Perspective — Slgstems
Theory

Unit 4: Contingency Theory

The first unit simply presents a general overvifwmanagement. The
next discussed the management functions. Unit tthisseisses the status
of management — a science or an art, and so osafuatth.

REFERENCES AND FURTHER READINGS
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PRESENTATION SCHEDULE

The presentation schedule package in your courseriagprovides you
the important dates for the completion of tutor-kedr assignments and
participation in tutorials. Do not forget, that yate expected to submit
all your assignments by the scheduled date. Make you do not lag
behind in your work.

ASSESSMENT

Before you can be considered to have passed thiseonote that you
have to undergo two forms of assessments: tutokedaassignments,
and the written examination. To handle the assigrisygiou only need
to acquaint yourself with the units of the courgk.assignments are to
be submitted to your tutor for formal assessmentine with the

deadlines stated in the presentation schedule tadissignment file.
These assignments will carry thirty percentage (B@¥ your total

course mark.

Xiv
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TUTOR-MARKED ASSIGNMENTS (TMAS)

To answer your assignments is very easy. Simpiyaelyour units, the
recommended texts and any other information pravisleNOUN. As a

Masters' Degree Student, it is naturally expectest tyou read and
research widely than provided for in the coursee fidferences provided
at the end of each unit will go a long way to assisyou on this.

FINAL EXAMINATION AND GRADING

The final examination for Management Theory will betwo hours
duration and have a value of 70% of the total cograide. Note that the
examination will be made up of questions relatimg assessment
exercises and tutor-marked assignments you haveviopsty
encountered. No area of the course will be left ¥ can revise the
entire course between the time you finish theuast and shortly before
the examination. To fully equip yourself, make syoe review all the
assessment exercises and tutor-marked assignmefase ithe final
examination.

HOW TO GET THE MOST FROM THIS UNIT

You need to know that in distance learning. Thelgtunits stand is for

the university lecturer. One great advantage dhdie learning is that
you can read and work through specifically desigstedly materials at
your own convenience, your own chosen place ane.tiihe basic

difference is that distance learning entails regdire lecture rather than
listening to a lecturer. The lecturer in the forrmaalversity system often
set students some reading to do, the study umtsiance learning also
tells you when to read your set books or othewveeié materials. Do not
forget also that as a lecturer gives his studerthiss exercises, the
study units provide you with exercises to do atrappate points.

The units follow a common format: (1) an introdoatito the subject
matter of each unit, (2) learning objectives tlatylou know what you
should be able to do by the time you have complétedunit. You
should therefore use these objectives to guide gtuaty.

The main body of the unit directs you through tbguired reading from
other sources. This can be found in the area tittedReferences and
Further Reading.

Self-tests are interspersed throughout the uniterkiNg through the

tests will help you to achieve the objectives @ thnit and prepare you
for the assignments and the examination.

XV
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For further clarification, do not hesitate to readur tutor for solution.
Now let us begin with the unit 1: Management: Ane@yvew

ONLINE FACILITATION

For semester the course is taken, you have abght ) weeks of

online facilitation on this course. During the om®ipresentation, you are
probably made available with notes and video maltefrom the course
facilitator. These materials intend to enable yeadr through the

materials.

XVi
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MODULE 1 CONCEPTS AND PRINCIPLES OF
MANAGEMENT
Unit 1 Management: An Overview

Unit Structure

1.1  Introduction
1.2  Learning Outcomes (LOSs)
1.3  An Overview of Management
1.3.1 What is Management?
1.3.2 Why Study Management?
1.4 What do Managers do?
1.4.1 Manager's Work Methods
1.4.2 Managerial Work Agendas
1.4.3 Factors Influencing Work Agendas
1.5 Managerial Knowledge and Skills
1.5.1 Types of Skills
1.6 Summary
1.7 References and Further Readings/Web Resources
1.8 Possible Answers to Self-Assessment Exercise(s)

@1.1 Introduction

You are welcome to the first unit of this cours®lanagement Theory.
Know that as a specific discipline, management if@wn unique

features- problems, approaches, and concernsiritesded in this unit
to introduce you to what management is. If youaready a manager,
after successfully understanding this unit, youdnee more effective
since the unit will provide you with managerial IEkithat will always

assist you in all your job activities.

This is being said because the unit will provideu ywith specific

managerial skills that will later assist in youtragégic planning.

As a manager or non-manager, or a manager-to-b¥ #bout what
Peter E Drucker, the world acclaimed managemeriérysaid about the
need to understand skills, techniques and manademancker (1974)

in his book - Management: Tasks responsibilities @ractices, wrote:

"A man who knows only the skills and techniques owith
understanding the fundamentals of management, ois an
manager; he is, at best, a technician” (P.17)

It is therefore an assurance that after going tjmothis unit your
management perspective is going to improve suffitye
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For ease of understanding, this unit has been elividto three sections:
an overview of management, what managers do andageaal
knowledge and skills.

@1.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

o explain what management is
o discus why people study management

o describe what managers do

o evaluate the factors influencing work agendas

o analyze knowledge base and types of skills requisechanagers.

An Overview of Management
1.3.1 What is Management

Management has no snap-shot definition; it is uguahsier for
management scholars to explain than to define. pama&nt scholars
and teachers are still searching for a definitidrattwill be all
embracing. TdDkafor, L.C. et al (2018)grhaps this definition problem
could be attributed to the pervasiveness of theiglise. It covers the
entire gamut of human life. In effect, any defimitigiven is amorphous
and, therefore, could be challenged. However, teeha proper
understanding of what management is, it denotemetion as well as
the people who discharge the function.

However, an inclusive useful approach is to corrsidanagement to be
a process whereby a suitable environment is crefmeceffort to be
organized to accomplish desired goals. In effe@magement is seen as
a process of planning, organizing, directing andgtradling the available
resources of the organization in order to achidwe det goals of the
organization in a non static environment. ConsetigeGraffin (1996)
sees management as a set of activities (includiagnpg and decision
making, organizing, leading and controlling) diegtt at an
organization’s resources (human, time, financiahyscal and
information), with the aim of achieving organizai@ goals in an
efficient and effective manner. Also, managementhis process of
working with and through others to achieve orgatizel objectives in
a changing environment (Kreitner 1992).

The above should not be taken to mean that thihesonly way
management can be defined. Having read the forgoamggraphs with
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understanding pause for a while, close your boak take out a small
sheet of paper. Define management the way you staier it

Whichever way you have defined it, be sure thatr ywefinition shows
that management is an ongoing activity in purstigaals making use of
people.

Why don't you consider this other definition - Mgement is the
process of attaining organization's goals by effett leading, and
controlling the organization's human, physical,afigial, time and
informational resources.

1.3.2 Why Study Management?

You already know what is meant by management. kdake a look at
why people study management. There are two maisores according
to Robbins and Coutler (2009) cited \amalwa (2023Yor studying
management.

The first reason is that we all have a vested @stein improving the
way organizations are managed. The point beingedatsere is that
organizations that are well managed develop a logaktituency, they
grow and prosper. On the other hand, organizatiaghat are poorly
managed find themselves with a declining custoneseband reduced
revenues.

The second reason for studying management is #igyréhat for most
people, once they graduate and begin their cardleey, will either
manage or be managed. For those who plan on maeage&areer, an
understanding of the management process forms dhedétion on
which to build their management skills. As an indial why are you
interested in studying management? | guess you irgerested in
studying management, for the two reasons provithede

1.4  What do Managers do?

Unit two is specifically devoted to the main furcts of managers. Our
interest in this section can simply be classifiatb itwo. One, we are
interested in knowing manager's work methods. Twe want to study
the work agendas of managers.

1.4.1 Manager's Work Methods

Let us spend the first two minutes of this sectionidentify who a

manager is. A manager is an individual who getsghidone through
other people. A manager makes decisions, allocegssurces, and
directs the activities of others to obtain orgatiweal goals. There is a
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general confusion about the work methods of marsagetot of people
assume though wrongly, Kivunja, (2018) that mansggrnerally are
systematic planners who spend a considerable p#mew time in their
offices going through formal reports. One is ngfirsg that managers do
not spend time on reports, but what we are sagrigat there are some
specific methods adopted in carrying out their work

Mintzberg (1980) through series of studies found twee main
methods adopted by managers in carrying out theik w

The first method is that managers usually begiir ttwverk as soon as
they arrive office in the morning and work latettire night. This method
is known as Unrelenting space working. This talleith the general
belief about how managers work.

The second method is dictated by the complex nabfirenanagers'
work. Managers handle a variety of issues on dalsis. Note also that
in the course of their daily work, managers expexgeregular telephone
calls and complaints from clients and subordina=pectively.These
interruptions force managers to perform their méj@in work at times
outside the normal workday. This method known &vity, variety, and

fragmentation work method is adopted to allow ma&nadake care of
certain exigencies which otherwise would have dslayheir work

performance.

The final work method known as verbal contacts aetvorks involves
the adoption of verbal communication, through tetepe rather than
written communication, such as writing formal. Wheally is meant by
a network? A network refers to a set of cooperatelationships with
individuals whose help is needed in order for a agen to function
effectively.

1.4.2 Managerial Work Agenda

The Longman Contemporary Dictionary defines an dgess a list of
the subjects to be discussed at a meeting. Thiasrtbat if something is
on the agenda, you are planning to do somethingutatid-or the
purpose of this unit, the two important things yoeed to know are:
managerial work agendas, and the factors influenaiork agendas. Let
us define for our own purpose a work agenda a®sely connected set
of tentative goals and tasks that a manager imptirg to accomplish.
Do you know that even at home as-soon as you fiasebed you start
having agenda? Without agenda as an ordinary ihdai or as a
manager in an organization, your working plan wit be efficient.
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1.4.3 Factors Influencing Work Agendas

The three factors influencing work agendas are: g¢@mands, job
constraints, and job choices.

Let us spend a little time on what is meant by étfastors. Job demands
refer to the activities a manager must do. It isaativity that has no
option.Job constraints refer to factors, both ies@hd outside the
organization, that limit what a manager can do.Aaneple is if you as a
manager is inhibited by financial limitations, légaestrictions and
technological limitations, that affect you and @her managers in your
organization.

Job choices refer to the activities that the managa do but does not
have to do. What do you think is the differencen®sn job demand and
job choice? In job demand, the manager has norgtle just has to do
the work. On the other hand, in job choice, the agan has an option.
He may or may not do the work. (Kalyani,and Chadingia, 2021)

Self-Assessment Exercisebk

I. Why do people study Management.
2. Discuss the factors influencing work agendas.

1.5 Managerial Knowledge and Skills

You have now got to the last part of this unit. Yadlteady know what is
meant by management.

You also know what methods managers adopt to carryheir work, in
addition to knowing the work agendas of managers.

Our interest in this section is to know that fomanager to perform his
work, and to develop agendas, the manager needsra «nowledge
base and skills.

What therefore is a knowledge base? A knowledge laasording to
Bartol and Martin (1994) refers to information aban industry and its
technology, company policies and practices comggals and plans,
company culture, the personalities of key orgampatmembers, and
important suppliers and customers. Knowledge ba#lew significant

reduction of operating expenses associated botin agite and non-core
activities of the company (Yuriy and Andrei, 2020)
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Kapur, (2022) sees a skill as the ability to engiaga set of behaviours
that are functionally related to one another arat thad to a desired
performance level in a given area. Another nameskdr is competence
as Akkoyun, (2021) observes

Types of Skills
Robert, L. Katz (1974) identifies three essentianagement skills:
technical, human, and conceptual.

Technical skills: Entail the ability to apply specialized knowledge
expertise. You should note that all jobs requirensospecialized
expertise (skills). You should also note that mpepple develop their
technical skills on the job.

Human skills: Human skills are skills associated with a manager'
ability to work well with others both as a membéraogroup and as a
leader who gets things done through others.

Conceptual skills These are skills related to the ability to viszmlthe
organization as a whole, discern interrelationshim®ng organizational
parts, and understand how the organization fits fihé wider context of
the industry, community, and world.

A manager that is sound in knowledge and has serdfficskills can
achieve high performance effectively and efficign¥ou need to know
what is meant by being effective and efficient.

Effectiveness refers to the ability to choose appate goals and
achieve them. Simply put it is doing the right tysn Efficiency (doing
things right) refers to the ability to make the tbese of available
resources in the process of achieving goals.

Self-Assessment Exercise 2
1. What is managerial knowledge base?

J}‘
Mlﬁ Summary

We have briefly examined a conceptual framework rfaanagement.
What you have learned in this unit is related toatvmanagement
entails. The unit has specifically served to introel you to management
as a discipline. In the next unit, we take a spedtiok into the major
functions of managers.
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MLS Possible Answers to Self-Assessment Exercises

Answers to SAEs 1
1. Why people study management

There are two main reasons for studying management.

(a) The first reason is that we all have a vested é@stein improving the
way organizations are managed. The point beingedatsere is that
organizations that are well managed develop a logaktituency, they
grow and prosper. On the other hand, organizatighat are poorly
managed find themselves with a declining custonsseband reduced
revenues.

(b) The second reason for studying management is tiayréhat for

most people, once they graduate and begin thetecgrthey will either
manage or be managed. For those who plan on maeageareer, an
understanding of the management process forms dhedétion on
which to build their management skills. As an indiial why are you
interested in studying management? | guess you irgerested in
studying management, for the two reasons provithede

2. Factors Influencing Work Agendas

Three factors influence work agendas. They are gemands, job
constraints, and job choices.

(@) Job demands refer to the activities a managet gwslt is an
activity that has no option.

(b) Job constraints refer to factors, both inside andside the
organization, that limit what a manager can doekample is if
you as a manager is inhibited by financial limdas, legal
restrictions and technological limitations, th&eet you and or
other managers in your organization.

(c) Job choices refer to the activities that the nganacan do but
does not have to do.
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Answers to SAEs 2
Managerial knowledge base

A knowledge base refers to information about anusty and its

technology, company policies and practices, compggals and plans,
company culture, the personalities of key orgampatmembers, and
important suppliers and customers. Knowledge ba#lew significant

reduction of operating expenses associated botin aoite and non-core
activities of the company
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Unit 2 Management Functions
Unit Structure

2.1  Introduction
2.2  Learning Outcomes (LOs)
2.3 Management Functions
2.3.1 Planning
2.3.1.1 Definition and purpose of planning
2.3.1.2 Types of planning decision
2.3.1.3 Obstacles to planning
2.3.2 Organizing
2.3.2.1Definition and purpose of organizing
2.3.2.2 Organization structure
2.3.3 Leading
2.3.3.1Definition and Purpose of Leading
2.3.3.2 Leadership Styles
2.3.4 Controlling
2.3.4.1 Significance of the Control Process
2.3.4.2Purpose of Control
2.3.4.3 Steps in the Control Process
2.4  Summary
2.5 References/Further Readings/Web Resources
2.6  Possible Answers to Self-Assessment Exergise(s

@2.1 Introduction

In the last unit you learned what management id,vainat it entails. In
this second unit, we want to discuss the four mamamt functions:
planning, organizing, leading, and controlling. E&d¢ the functions will
be defined and the purpose of each will be expthifidéne obstacles to
successful planning, and organization structureals® discussed.

In the last section of the unit you are introduteteadership styles and
steps in the control process.

@2.2 Learning Outcomes (LOS)
By the end of this unit, you will be able to:

discus planning and its purpose.
evaluate the components of planning.
explain the obstacles to planning.
describe the purpose of organizing.
discuss organization structure.
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evaluate the purpose of leading.

analyze leadership styles.

explain control and its purpose.

describe the various steps in the control process.

. 2.3 Management Functions

Management functions are those activities expetidae performed by
managers in the course of seeking for efficientl ga@hievement. Such
functions include planning, organizing, directimglacontrolling.

2.3.1 Planning
2.3.1.1 Planning and its purpose

Planning -This is simply the management functioroiwing the setting
of goals and deciding how best to achieve the gddis involves the
establishment of a strategy for achieving orgaronal goals, as well as
developing comprehensive plans to integrate anddgoate activities.
However, having said that you may be quick to adky\Wo managers
plan? William F. Glueck (1980), gave four reasotgywanagers plan:

1. Planning leads to organizational success. \Wheranager plans,
his ability to predict is better.
2. Planning leads to feelings of success and faetiign by

employees. Adequate planning leads to definitibolgectives.
Knowing the objectives of the enterprise helps leyges relate
what they are doing to meaningful outcomes.
3. Planning helps a manager to cope with change.
A manager who is able through planning to antigipand
prepare for some form of changes in the businemsldvhave
more control than the manager who does not lodkpden ahead.
4. Planning is necessary for effective performanéethe other
management functions.

Without planning, organization, control cannot lffecive.

You should know that goals are desired ends, wildas are the means
of achieving the desired ends. From this explanationay interest you
to know that another purpose of planning becomegoal if you
consider that there are more than one means diirgpa specific goal.

2.3.1.2 Types of Planning Decision

The questions that may interest you here are: Vémit @ manager rely
on one single plan? Another question is what agedifferent levels of

11
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plans available to an organization?The answer ¢ofitist question is
that plans differ by level in the organization Raso differ by extent
of recurring use. Since there are levels of ggakms must also differ
according to level in the organization.The answethe second question
is that there are three main levels of plans: exfjiaf tactical, and
operational.

Pause a bit for a little clarification. | was orcenember a a panel that
interviewed some candidates for senior manageneset In 1992 for a
big indigenous company in Lagos. At this said mitwv, a candidate
who applied for the post of a senior manager foiindifficult to
distinguish between strategy and a policy. Perlyapsalso fall into this
category.

You should note that strategies and policies agb-fevel plans used by
organizations to guide their activites and reseurallocation.

Specifically, strategy means the overall plan foe torganization to
accomplish its goals in the context of environmkfdeces beyond the
control of the organization (Kapur, 2018). A pglicn the other hand
refers to a general guide that specifies the broahmeters within
which organization members are expected to operatpursuit of

organizational goals. In summary, strategy focusgsinly on an

organization's relationship to the external enwvinent and the
competitive nature, while policy focuses mainly omternal

organizational arrangements.

Let us return to our initial concern — types ofrastrategic, tactical,
and operational.

Strategic plans refer to the detailed action plarapped out to reach
strategic goals. Such plans are usually develoyegdgpmanagement in
consultation with the board of directors and midaianagement. Such
plans include how to respond to changing conditidieav to allocate
resources, and what actions should be used toeceeanified action
aimed at strategic goals.

Tactical plans refer to means chatted to suppertirtiplementation of
the strategic plan and achievement of tacticalgoal

Operational plans refer to the means devised topaupthe
implementation of tactical plans and achievememtpsrational goals.

2.3.1.30bstacles to Planning
We have tried to define and describe planning asdlifferent levels.

You should note that as good and as necessarnaas afe, they can be
problematic at times. Plans can also be frustragimd) disappointing if

12
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care is not taken. The three known planning problare: lack of
precision, plan size and lack of information.

(1) Lack of precisionEven though planning is believed to help
promote efficiency and profitability, the planninigeory up to
date's still not precise. According to Kapur, (2P22 "although
some forecasting techniques and data analysesbieaeene quite
elaborate, it is still difficult to know what kin@f planning
system is best suited for a given organizationShiduld however
be noted that while precision exists in some spegfanning
techniques, it is not in specification of all oMésdrategic plan.

(2) The problem of plan siz&8he database for a good and detailed
organizational plan is usually enormous. It hasnbeiscovered
that most top managers do not want to study a masdetailed
plan. At times, they do not have the time to read analyze
large quantities of information.

3) Lack of informationinadequate information or a breakdown in
communication can hinder planning.

Self - Assessment Exercise 1

1. Why is planning necessary for manager(s)?
2. List the problems that may militate against adegpdnning.

2.3.2 Organizing
2.3.2.1Definition and purpose of organizing

For our purpose, let us rely on the definition Ofuéxk (1980).
Organizing is the management process by which th v divided up
among units and employees (division of labour) tueth these units and
jobs are linked together to form unified systenofdmnation).

Why do we have to organize? The purpose of orgagia to enable a
manager to determine specific activities that @eessary to accomplish
the objectives of the organization, group thoseviiets according to
some logical pattern, and assign the group ad@wito a responsible
position or person.

2.3.2.20rganization Structure
One important task of management in any firm iotganize limited
resources - human, financial, physical and materiabo as to enable

the firm to produce desirable goods and servicest &ffectively
(Oribabor, 2000). The way in which such resourcesaaganized and

13



BUS 839 MANAGEMENT THEORY

the processes utilized in dividing the tasks tgpédormed, coordinating
and controlling their performance can help or hndee effectiveness
with which desired objectives are achieved. Thislesermined by the
Organization Structure.

What then is an organization structure? Oribabo®0(@ defines
organization structure as the way in which the pizgtion divides its
labour into separate positions and units and thanm@f coordination
needed to link technology, tasks and people inrol@e@chieve desired
goals and objectives. Stop for a while.

Now that you have known what is meant by organizargl the role of
organization, take a sheet of paper and draw thanization structure
of your organization, or of any known organization.

2.3.3 Leading

Leading connotes directing, communicating, influegc motivating
and the like.

2.3.3.1Definition and Purpose of Leading

This is the third function of management. We alloknthat every
organization contains people, and it is managesgoit' to direct and
coordinate those people. This is the leading fanctieading is the
process of motivating subordinates, directing atheelecting the most
effective communication channels, and resolvinglas.

What do you think is meant by leadership? Leadprskia set of
interpersonal behaviours designed to influence eygels to cooperate
in the achievement of organizational objectives.

To fully understand the purpose of leadership, carghis statement by
Dinibutun, (2020).:.... without leadership, an ongation is but muddle
of men and machines.

Leadership is the ability to persuade others tok sgefined
objectives enthusiastically. It is the human factenich binds a
group together and motivates it toward goals.

Management activities such as planning, organiamgjdecision-
making are dormant cocoons until the leader trigdbe power
of motivation in people and guides them toward goal
Leadership transforms potential to reality. It e tultimate act
which brings to success all of the potential thatim an
organization and its people.

14
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From this quotation, you can see that leadershipdspensable if an
organization is to be successful. Without leadg@rghie link between
individuals and organizational goals may becomeudes. Lack of
leadership has also been found to be associatdd leviter employee
satisfaction, higher grievances, and lower prodhitgti

2.3.3.2 Leadership Styles

The method or style of leadership a manager chotisese greatly
influences his effectiveness as a leader. Leaderstyles range from
autocratic to participative (democratic) to laisséaire (free -rein).
Autocratic style In autocratic leadership style all authority ametidion
making is centered in the leader. The leader usudittates the
particular work task and work companion of each tmem. The leader
also tends to be "personal” in his praise andcm of the work of
each member.

Autocratic leadership has the advantage of allowfagt decision
making because only the manager decides the agptoarse. It equally
has the disadvantage of causing workers to expmrierither
dissatisfaction, dependence on the leader, or \Essss toward
organizational goals.

Democratic (participative) style This style seeks to obtain the
cooperation of workers in achieving organizatiogahls by allowing
them to participate in decision making. It allowembers freehand to
work with whomever they choose, and the divisiontaks is left to
them. The leader is "objective” in his praise otticizsm of others
(Zakeer and. Allah 2016).

The advantage in this type of style is that pgyttbn in decision
making can lead to improved manager - worker @t high morale,
and job satisfaction, and decreased dependence hen ldgader.
Democratic leadership style also has its inheressidyantages.

It can lead to decreased productivity and dilutedislons in order to
please everyone, and it is also time consuming.

Laissez faire (free - rein) styleThis style allows for complete freedom
for group or individual decision, with a minimum leader participation.
The workers motivate themselves based on their ;jeednts, and
desire.

This style has the advantages of increasing woirkdependence and
expression and forces him to function as a memlbex group. One
major disadvantage associated with this style & thithout a strong
leader, the group may have no direction or conffbiis can lead to
chaos (Dinibutun,2020)
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What is your interpretation of the three leadgrgdtyle? The foregoing
analysis shows that autocratic leadership consistsrders issued to
subordinates from the leader. Participative alloavs interchange of
ideas between all involved persons. In Laissezfd@adership, the
leader furnishes leadership when asked.

2.3.4 Controlling

We have come to the final function of managememttrolling.
Controlling is the process of regulating organizadil activities so that
actual performance conforms to expected organizaktistandards and
goals. You can also define control as a processablyemanagement
and other groups are able to initiate and regufeeconduct of activities
so that their results accord with the goals anceetgtions held by those
groups.

2.3.4.1Significance of the Control Process

The control process is significant in a number af/s:

1. The controlling function is closely allied tihe three other
functions of management: planning, organizing, leading.
2. It builds most directly on the planning fulectiby providing the

means for monitoring and making adjustments nigop@ance so
that plans can be realized.

3. It supports the organizing and leading funidy helping to
ensure that resources are channeled toward osgmmal
objectives.

2.3.4.2Purpose of Control

In addition to the three significance of controluererated above,
control also serves other purposes:

1. Coping with uncertainty. A variety of environmental factors
operate to bring about customer demands, technolgy the
availability of raw materials. By developing contreystems,
managers are better able to monitor specific digssziand react
quickly to significant changes in the environment.

2. Directing irregularities Controls help managers to detect
undesirable irregularities, such as product defexist overruns,
or rising personnel turnover.

3. Identifying opportunitiesControls also help highlight situations
in which things are going better than expectedretne altering
management to possible future opportunities.

16
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Handling complex situationsAs organizations grow larger or
engage in more complex operations and projectstrasn
enhance coordination. They help managers keep thekrious
major elements to be sure that they are well symibed.

2.3.4.3Steps in the Control Process

In this last section of unit two, let us considee tvarious steps in the
control process:

(1)

(2)

Determine Area of Control — At the start oétbontrol process,
managers must decide which major areas will be Gbed.
Choice are necessary because it is expensive ardally
impossible to control every aspect of organizati@udivities.
Establish Standards — Standards are esséetialuse they spell
out specific criteria for evaluating performanced arelated
employee behaviour.

Purposes of Standards

(i)
(i)
(iif)

3)

(4)

(@)

They enable employees to understand whakpe&ed and how
their work will be evaluated.

They provide a basis for detecting job ditfites related to
personal limitations of organization members.

They help reduce the potential negative effe of goal in-
congruence (i.e a condition in which there are majo
incompatibilities between the goals of an orgamramembers
and those of the organization).

Measure Performance — For a given standardamager must
decide both how to measure actual performance andofiten to
do so. One popular technique is management by tgec—
MBO. This is a process through which specific goats set
collaboratively for the organization as a whole awéry unit and
individual within it. The goals are then used adasis for
planning, managing organizational activities, asdeasing and
rewarding contributors.

Compare Performance Against Standards — Thas cnsists of
comparing the performance measured in step 2. Masagften
base their comparisons on information provided dports that
summarize planned versus actual results.

Recognize Positive Performance — Managers nahs@ys
recognize positive performance.

The recognition given can vary from a spoken "wehe" for a routine
achievement to more substantial rewards, such asides, training
opportunities, or pay raises for major achievements
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(b)  Take Corrective Action as Necessary — Whendseds are not
met, managers must carefully assess the reasonsamdhyake
corrective action.

(c) Adjust Standards and Measurement as Necessaianagers
need to check standards periodically to ensuretktigastandards
and the associated performance measures areekitant for the
future.

Self - Assessment Exercise 2

l. Why is leading relevant in organization?

2. Without control, the other three functions ofragement will fail. Do
you agree?

3. List the various steps involved in the contnalgess.

i

o
47 2.4 Summary

In this unit two, we have dealt with the main magragnt functions. We
have provided simple definitions for the four funos of management.
We have equally explained the purposes of eachtibmc
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MZﬁ Possible answers to Self - Assessment Exercises

Answers to SAE 1

1.

(1)

(2)

3)

Why Planning

Planning leads to organizational success. Whemanager plans,
his ability to predict is better.

Planning leads to feelings of success and faetiigsn by
employees. Adequate planning leads to definitibolgectives.
Knowing the objectives of the enterprise helps leyges relate
what they are doing to meaningful outcomes.

Planning helps a manager to cope with change.

A manager who is able through planning to antigipand
prepare for some form of changes in the businemsldvhave
more control than the manager who does not lodkpden ahead.
Planning is necessary for effective performantethe other
management functions.

Without planning, organization control cannot lifecive.

Problems that may militate against adequate planmg.

Lack of precisionEven though planning is believed to help
promote efficiency and profitability, the planninigeory up to
date's still not precise. According to Kapur, (2p22 "although
some forecasting techniques and data analysesbieameene quite
elaborate, it is still difficult to know what kin@f planning
system is best suited for a given organizationShiduld however
be noted that while precision exists in some spegfanning
techniques, it is not in specification of all oMestrategic plan.

The problem of plan siz&8he database for a good and detailed
organizational plan is usually enormous. It hasnbeiscovered
that most top managers do not want to study a masdetailed
plan. At times, they do not have the time to read analyze
large quantities of information.

Lack of informationinadequate information or a breakdown in
communication can hinder planning.

Possible answers t&elf - Assessment Exercises 2

1.

Why leading is relevant

Leading is important because
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1. it triggers the power of motivation in people agdides them
toward goals.

2. It transforms potential to reality.

3. It is the ultimate act which brings to successoélthe potential
that is in an organization and its people.

4. it is indispensable if an organization is to becassful.

5. Without it the link between individuals and orgaational goals

may become tenuous.
6. Lack of it has also been found to be associatetth \Tawer
employee satisfaction, higher grievances, and i@s@ductivity.

2. Without control, the other three functions of nanagement
will fail. Do you agree?

Actually, without control, the other three funct®onf management will
fail because none of the functions is independexher they are
iterative, the general objective of all the managetrfunctions is to
reduce cost of operations and increase efficieffcgontrol is taken
away the general objective will not be achieved éwedefore | agree.

3. The various steps involved in the control proes.

(2) Determine Area of Control — At the start oétbontrol process,
managers must decide which major areas will betrGled.
Choice are necessary because it is expensive amahally
impossible to control every aspect of organizatlatctivities.

(2) Establish Standards — Standards are essbetialse they spell
out specific criteria for evaluating performancadarelated
employee behaviour.
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Unit 3 Management: A Science or an Art?
Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3 Is Management a Science?

3.4 Is Management an Art?

3.5 Is Management a Profession?

3.6 Is Management Human Relations?

3.7 Is Management Leadership?

3.8 What Really is Management?

3.9 Summary

3.10 References/Further Readings/Web Resources
3.11 Possible Answers to Self-Assessment Exesjise(

@3.1 Introduction

We have come to a controversial issue in managestedy - the status
of management.

Different scholars, writers and commentators hatferént perspectives
about what management is, and what managementtidmthe long
past, the controversy centered around managemens@snce or an art.
Later, other writers introduced other dimensionsls—-management a
profession, a human relations or leadership? Attasymade to provide
answers to the above questions. After a review lod warious
perceptions of management, a position will be taken

@3.2 Learning Outcomes (LOs)
By the end of the unit, you will be able to:

. explain the following concepts - science, art, hanmalations,
profession, and leadership.

discus management as a Science.

evaluate management as an art.

escribe management as leadership

analyse management as human relations.

explain management as a profession
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Is Management a Science?

It is said that "management is the oldest of arid the youngest of
sciences".

You will better understand this, if you know whatmeant by science
itself. The McGraw-Hill Encyclopedia of Science anechnology, Vol.
17, submits that science can be applied to a wadety of disciplines
or intellectual activities characterized by the gbsity of making
precise statements which are susceptible to som@fscheck or proof.
Our knowledge of what science is can also be broedl& we consider
the Websters Third New International Dictionary&inition of Science.
According to Westers Dictionary, Science is "an umeualated and
accepted knowledge that has been systematized aantulated with
reference to the discovery of general truths, erdperation of general
laws". It is also a branch of study that is conedrmwith observation and
classification of facts, especially with the esistirhent or strictly with
the quantitative formulation of verifiable, genera@ws chiefly by
induction and hypotheses. "Management" has beewedi@s a narrow,
technical function consisting principally of addifigures, maintaining
buildings, and making laws. It has, of course,ranfare comprehensive
meaning than this view would allow, but the viewereheless persists,
even among the well educated. To consider manageasea science,
let us consider the work of Luther Gulick (1965uliék, a management
educator and author, defined management as a Ufdtdowledge” that
"seeks to systematically understand why and how wak together to
accomplish objectives and to make these cooperaygems more
useful to mankind. According to Gulick, managemeneets the
requirement for a field of knowledge, because & baen studied for
some time and has been analyzed into a seriexofidis. The field of
management would truly become a science, Gulicl,hg&hen theory
would be able to guide managers by telling them twbado in a
particular situation and enabling them to predie# tonsequences of
their actions. The emergence of psychology andgditeal sciences have
preceded by only a few steps the emergence of "gesmnent” as a
concept and a field of study Those interested iangjtying all human
behaviour have treated management as another sacighce.
Management, up-to-date offers the additional adcgmtof relying
heavily on the related discipline of accountindiedd which, by its very
nature, involves qualification. The use of compsii@rmanagement has
also shown that management is a science. Compaseoffered a great
promise for scientific management, and right coraputas created a
new world in which computers guide us toward pursbyentific
decision making. Management information system (thee of
computers) will be extensively discussed in Unit 15
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3.4 Is Management an Art?

To also understand the issue of whether manageiment art or not,
there is the need to define what is meant by aaetfer and Grundei,
(2019), define Art as "an activity of the mind aitie technical activity
of craft men". It implies both the idea and theai®n.

The Websters' Third New International Dictionaryides an art as "the
power of performing certain actions as acquireexyerience, study or
observation”. It is the application of skill andsta to production
according to aesthetic principles.

Henry M. Boethinger (1975), a corporate officer amdnagement
lecturer, argues that management is an art, "amsitipn of order on
chaos". In his view, painting or poetry (or anyeitline or literary art)
requires these components: the artist's visionwleage of craft, and
successful communication. In these respects maregem an art,
because it requires the same components. Conségyast as artistic
skill can be developed through training, so can agenal skill be
developed in ways similar to those" used in trajramtists.

The school of thought that considers managemenanasirt can be
queried somehow. We make this claim because itas entirely
appropriate to dignify this approach as a schodhotight”, since it has
always focused on the immediate and the practicdlfeas never been
thoroughly rationalized as theory. In some casgesppportunity to treat
management as an art according to Amanawa, (2828)been a refuge
for those who would ignore the contribution of "ragement as
science" and "management as human relations".

More recently, "the management as an art" schos| émphasized the
art of management in the broadest sense, posinganager as an artist
with an acquired skill who uses some basic priegpbf design and
execution to create and orchestrate harmony aeragisle spectrum of
institutional problems. Although this approach dibess holds promise,
it is still only an elaborate metaphor.

3.5 Is Management a Profession?

Another school of thought views management as gepsmn. Again, let
us acquaint ourselves with what is meant by prajass The
contemporary English Dictionary — New Edition, simpdefines
profession as a job that needs special educatidraming.

We already have debated the issue of whether marages part of
science or part of art:
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What we want to do here is — Is management a pmie? Kaehler,
and Grundei, (2019) compared key qualities ofgssionals with those
of managers, and came up with three characteristics

1. Professionals base their decisions on genaiatiples. That
there are certain reliable management principlesvehby the
very existence of management courses and .trapriogrammes.
Although the principles held in common by most ngera and
management theorists do not apply perfectly inséliations,
particular guidelines have high reliability for emple, the simple
behavioural guideline, "praise in public and ciz&in private”
usually works out well, although occasionally ickfires.

2. Professionals achieve professional status ¢firou
performance,/not through favouritism or other fastorelevant
to the work at hand. You will come to know in Uséven, under
bureaucracy — about professional qualification, angdersonal
relationship. Unfortunately, in practice manager@mstimes
achieve managerial positions through their relatgms with
people in power or by other non-work related fastém addition,
no agreed-upon body of objective standards exigtsvitich to
judge managerial performance. Because of the coditplef
factors that enter into the manager's job, it isendifficult to
judge managers than, for example, trial lawyersungeons.

3. Professionals must be governed by a strict aafdethics that
protects their client. Because of the professienadxpert
knowledge in a specific area, clients are dependigon him and,
as a result, are in vulnerable position. Kaehled &@rundei,
(2019) argued that no management code of ethicgdidseen so
developed.

Management according to Kaehler and Grundei, (20¥%ome criteria

is indeed a profession, but by other criteria ih@d. Today we can see
many signs that management is working toward irs@@a
professionalism, both in business and in non-bgsimeganizations. For
instance, current social pressures seem to beihg@pout a heightened
awareness of ethical standards. The growth of formanagement

training in graduate schools and through executde/elopment

programmes is spreading a body of accumulated ledyd and

teaching the skills that are the hallmark of prsi@salism.

Amanawa, (2022) suggested a fourth characterigtjgrafessionalism:
dedication and commitment. You should know if yoavé not known
yet that, in any field, the true professional condsi life and work
through personal dedication and commitment. By tmiterion, many
managers are professional in the best sense efdie
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Self - Assessment Exercise 1
1. Distinguish between a Science and an art.
2. What do you think is management — a science@rt?

3.6 Is Management Human Relations?

Another school of thought has treated managememiapfty as human
relations. The human relations as a separate maregeperspective
will be fully explained in a later unit.

The human relations approach introduced appliedchpdggy to

management, largely through the training laboratoriof the

organization development movement. Improvementy@a¢ant human
relations or sensitivity training and organizatiodevelopment
programmes at a time. Rensis Likert (1976) madatsampt to bring
together the scientific school of management, whth human relations
school through his studies of organizational cohfli

Although the excesses of the sensitivity trainingpired by the human
relations are well known, however, there is sonmgfiiot known. This
unknown is the fact that human relations school enagluable

contributions to the study of management, suchhasemphasis on
values and the focus on the personal developmemtasfagers. Note
that this school invariably lost speed becauseeitame clearer that
human relations was only part of management — d {iet had

previously been neglected. but nonetheless onlar @f the larger
guestion.

3.7 Is Management Leadership?

Do you know that some people even consider manageimée nothing
more than leadership? Hold it a bit. Very soon, apdcifically in Unit

4, the leadership concept will be explained. Butaastart, what is
leadership? Leadership Can be defined as the mamesmfluencing

others to achieve organizational goals Dinibu{@020). In addition to
this definition, you may also want to know thatdeeship can mean
anything from supervision to inspiration—its foasson the individual

rather than the institution, and for this reasan)acks the critical

dimension of organizational effect. Leadership dtien been taken to
mean something broader in scope and significanae thanagement,
but it can be viewed more accurately as only one pathe larger

guestion of management.
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3.8  What really is Management?

You will observe that five schools of thought hadeen represented to
show the status of management. We have asked agrldireed such
guestions as — is management a science, an amfesgion, a human
relations or leadership? From all the points anglanations above, one
can say without any iota of contradiction that ngement is not just a
science, not just an art, not just leadership jugithuman relations, and
not just a profession. It is a combination of tinef We make this
submission for this reason — the scientific schaoff¢rs hypotheses to
be tested and eventually, rules to follow. The hmmalations school
contributes sound values. The artistic school ssiigggood principles
design and craftsmanship in execution. The prajessicombines life
and work through personal dedication and commitmdfihally,
leadership provides supervision, control to ingmra

Self - Assessment Exercise 2

1. Distinguish between the following terms:
(a) A profession

(b) Leadership

(c) Human relations

)
MB.Q Summary

One thing you have gained in this unit, is that rynowledge about
management has been broadened. For one reasohayewmow known
that management is the accomplishment of pre-detedrobjectives of
organizations through people.

You have also learned from the unit about the @y Icontroversy
surrounding the term management.

Is it a science? Is it an art? Is it Leadership? & profession? Or is it
human relations?

From the unit, you have known that management maplex and
multidimensional term.
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I&B.ll Possible answers to Self - Assessment Exercise
Answer to SAE 1
1. Distinguish between a Science and an art.

While science is an accumulated and accepted kulg@léhat has been
systematized and formulated with reference to tiseodery of general
truths, or the operation of general laws, art & power of performing
certain actions as acquired by experience, studypservation”. It is the
application of skill and taste to production. Sciens also a branch of
study that is concerned with observation and diaation of facts,
especially with the establishment or strictly withe quantitative
formulation of verifiable, general laws chiefly byduction and
hypotheses. Art is also an activity of the mind #mel technical activity
of craft men". It implies both the idea and theai®n.

2. Is management — a science or an art?

The debate about whether or not management iscecintinues. The
angle one is inclined to depends largely on therekego which the
scientific method is used to determine managemenctiples and solve
management problems. As we know, the developmermingfscience
needs a conceptual framework of theory and priaciplrinciples of
management have existed for a long time, but arpdable framework
to encompass it was needed. A large debt is dwigting principles
and accepted practices. It is in the formulationpahciples that the
science of management can be developed. A managemieciple
distils and organizes knowledge that has been huyplt through
experience and analysis. Management is far fromgoan exact science
at present, but by understanding and applying dedeprinciples, the
guality of management practices can be greatly avgmt. It is most
probable that management will never become whallgxact science as
personal judgement will always be needed to supginavailable
knowledge, therefore, as a practice, managemehamwiays be an art.

Answers to SAE 2

1. Distinguish between the following terms:
€) A profession

(b) Leadership

(c) Human relations
€) A Profession
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A profession is a paid occupation especially ora tequires advanced
education and training e.g. architecture, law odigiee. Based on this
definition, we cannot but conclude that managenmiat profession. In
practice, we observe that every profession has:

a. A body of principles, skills, techniques and cspkzed

knowledge
b. Formal methods of acquiring training and expere
C. Established body which forms ethical codes e guidance and

conduct of members.
(b) Leadership

Leadership can be defined as the process of indlagnothers to
achieve organizational goals. In addition to thefirtion, leadership
can mean anything from supervision to inspiratiots—focus is on the
individual rather than the institution, and forghieason, it lacks the
critical dimension of organizational effect. Leasldp has often been
taken to mean something broader in scope and isignde than
management, but it can be viewed more accuratebnfsone part of
the larger question of management.

(c) Human relations

The human relations approach introduced appliedchagggy to
management, largely through the training laboratoriof the
organization development movement. Improvementy@a¢ant human
relations or sensitivity training and organizatiodevelopment
programmes at a time. Human relations school mead@able
contributions to the study of management, suchhasemphasis on
values and the focus on the personal developmentafgers.
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UNIT 4 Managers versus Leader: The Controversy
Unit Structure

4.1  Introduction
4.2  Learning Outcomes
4.3 Manager Versus Leader
4.3.1 Manager defined
4.3.2 The Roles of a Manager
4.3.3 Types of Managers
4.4  Who is a Leader?
4.5 The Manager-Leader Controversy
4.5.1 Differences Between Managers and Leadetsein YWorld
Views
4.5.2 Can a Manager be a Leader at the Same Time?
4.6 Summary
4.7 References/Further Readings/Web Resources
4.8 Possible Answers to Self-Assessment Exergise(s

@4.1 Introduction

We have come to the fourth unit of this course; agan versus leader.
In this unit, you will learn about whether managansl leaders are the
same or different. It is useful to understand ttosmtroversy because
most organizations are caught between two conflictieeds: one for
managers to maintain the balance of operations,teodor leaders to

create new approaches and imagine new areas torexphe question

we want to address is — cannot both managers aua@ie exist in the
same organization, or even better, cannot one pdrsdoth a manager
and a leader?

@4.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

describe a manager.

explain the roles of a manager

discuss who a leader is

explain the roles of a leader

evaluate the areas of differences between managdrkeaders.
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Manager versus Leader
Manager Defined

Our first point of call in this unit is to defineraanager. A Manager can
be defined as someone who actively participatethén management
process through the four functions of planning,aoiging, leading, and
controlling the resources of the organization,

Another simple way a manager can be viewed is serii®e him as the
person responsible for directing the efforts aimeatl helping
organizations achieve their goals. In Unit two,digcussed extensively
the four controlling. In Unit two, we discussedtensively the four
management functions: planning, organizing, leadamgl controlling as
well as the roles of a manager. We do not needgeat these functions
here. What you need here is to learn about the fiouctions that all
managers perform:

1. Planning. Planning is the process of setting objectives and
determining in advance exactly how the objectivel lve met.
How does the manager come into this managementidum?cThe
Manager has to schedule employees and the work eto b
performed and develop budgets.

2. Organizing. Organizing is the process of delegating and
coordinating tasks and resources to achieve obgstilt is the
duty of the manager to allocate and arrange ressurc

3. Leading. Leading is the process of influencing employees to
work toward achieving objectives. What you needkriow here
is that it is the manager who must communicateottjectives to
employees and motivate them to achieve the obgstiv

4. Controlling. Controlling is the process of establishing and
implementing mechanism to ensure that objectivesaahieved.
How does the manager come in here? It is the dditthe
manager to measure progress toward the achieveofetite
objective and taking corrective action when neagssa

4.3.1 Types of Managers
It is useful to discuss the types of managers #hasts. The three

existing types are general manager, functional m@naand project
manager (Lawal, 2012).
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General managersare those that supervise the activities of several
departments that perform several different acésitiExamples are top-
level and some middle managers.

Functional managerare those that supervise the activities relatati¢o
task. Examples are middle and first-line manager.

Project managersare those who coordinate employees and other
resources across several functional departmeng&edomplish specific
tasks.

4.4  Who is a Leader?
You will recollect that in the second unit we abigadefined a leader.

The additional point you need to know here is wéua the roles of a
leader. The roles of a leader are stated below:

1. Arbitrating (leaders resolve problems when mersldisagree by
arbitrating or by deciding on the solution himself)

2. Suggesting (this permits the leader to getidess across to his
subordinates-without resorting to a direct order).

3. Supplying objectives (the objectives of an aigation are not
automatic but must be supplied by the leader).

4. Catalyzing (to start or increase movement inoeganization, a

force is needed. This force can be supplied bydheer acting as
a catalyst to arouse his followers to action).

5. Providing security (a leader can provide ségtor his followers
by maintaining a positive, optimistic attitude whdacing
problems).

6. Representing (the leader usually representoiganization to

others and also serves as a symbol of the orgamza&utsiders
think of the organization in terms of their impriess of the
leader).

7. Inspiring (by letting his followers know thaheir work is
worthwhile and important,- a leader inspires hifiofwers to
accept organizational goals enthusiastically and work
effectively toward their accomplishment).

8. Praising (leaders can assist in satisfyingnimed for recognition
and esteem through sincere praise by letting theiployees
know that they are important).

Self - Assessment Exercise 1
1. What functions do managers perform?
2. Who is a Leader?
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4.5 The Manager — Leader Controversy

Differences Between Managers and Leaders in their @fld View

To properly understand the differences betweenntheager and the-
leader, we shall look at the works of Alfred P.&loand Edwin Land.
These scholars have argued that managers and debdee different
attitudes toward their goals, careers, relationgh wothers, and
themselves.

i. Attitudes Toward Goals

Managers tend to adopt impersonal, if not passigudes toward
goals. Managerial goals arise out of necessitidgerahan desires, and
therefore, are deeply embedded in the history anldure of the
organization. On the other hand, leaders are aatistead of reactive,
shaping ideas instead of responding to them. Theptaa personal and
active attitude toward goal.

ii. Conceptions of Work

The second difference between managers and leadeis their
conceptions of work. Managers view work as an éngbprocess
involving some combination of people and ideasraxteng to establish
strategies and make decisions. They are flexiblethéuse of tactics:
they negotiate and bargain, on the one hand, aedremwards and
punishments, an: other forms of coercion, on therot

What can we say about leaders and conceptions ¥. wacording to
Abraham Zalezink, where as managers act to linoiags, leaders work
in the opposite direction, to develop fresh appheacto longstanding
problems and to open issues for new options.

One important thing you should know here is thad&rs create
excitement in work. In addition, leaders are knawrwork from high-
risk positions. They are disposed to seek outarsk danger, especially
where opportunity and reward appear high.

iii. Relations with others

The third difference between managers and leadessn the way they
both relate with others.

Managers prefer to work with people; they avoiditaot activity
because it makes them anxious.

Managers relate to people according to the rolg ey in a sequence
of events or in a decision— making process. Ornother hand, leaders
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who are concerned with ideas, relate in more ineiiend emphatic
ways.

On decision-making-events, managers believe that d@kists in two
forms: the win-lose situation or the win-win sitieait in which
everybody in the action comes out ahead. To rebtordifferences
among people and maintain balances of power, manadeays try to
convert win — lose into win-win situations.

On communication, managers communicate to theirorsliate
indirectly, Bell and Martin (2019) using "signalsihstead of
"messages”. What is the difference between these nmethods —
signals and messages? Signals are usually incoveelasd subject to
upset and anger. On the other hand, messages énvblr direct
consequence that some people will not like whay thear. Another
difference is that while the nature of message liteigs emotional
response, with signals, the question of who wind aho loses often
becomes obscured.

Another method of converting win-lose to win-wingdmon (2018) is

that managers play for time. Why do you think maraglay for time?

Managers play for time in recognition of the faleatt the passage of
time and the delay of major decisions, compromisayg emerge to take
the sting out of win-lose situations.

With respect to leaders, they attract strong @tatiwith others, leaders
are known to have feelings of identity and diffexenor by love and
hate.

iv. Attitude towards self

The last difference between managers and leadéns @ttitudes toward
themselves. To explain the difference, we shalrddging on William
James's classification of personality types — ifdmce-born" and
"twice-born".

The once-born people are those for whom adjustnteriife is straight-

forward, with peaceful lives right from birth. Ohe other hand, the
twice-boms, do not have an easy time of it. Becaus& lives are

characterized by struggles, twice-boms do not takeys for granted.

The once-born and twice-horns also have differemidwiews. While

for a once-born personality, the sense of selfgude to conduct and
attitude, derives from a feeling of being at homne @ harmony with

one's environment, for a twice-born, the senseetff derives from a
feeling of great separatedness.
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From the above explanations, James concluded ¢hdets tend to be
twice-born. They feel separate from their environmiacluding other
people.

Can a Manager be a Leader at the Same Time?

There are times some people use manager and ledeethangeably.
The question to ask here is — Is this correct? The are not

necessarily interchangeable because leadership isulelass of
management. Managers perform the function of ergatplanning,

organizing, motivating, communicating and contrggli Included within

these functions is the necessity to lead and toe gilirection.

Consequently, a manager's ability to lead effebtiveay affect his

ability to manage, but a leader needs only to erfe the behaviour of
others.

Self - Assessment Exercise 2
1. Distinguish between a manager and a leader.
2. Can a manager be a leader at the same time?

)

1
w 4.6 Summary

You have learned in this unit, who a manager isl who a leader is.
You have learned about the three types of managgesneral manager,
functional manager, and project manager. The usot @xplained to you
the similarities and differences between a managera leader.
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1

4.8 Possible answers to Self - Assessment Exercises
Answers to SAE 1
1, Functions managers perform

1. Planning. Planning is the process of settifgedives and
determining in advance exactly how the objectivel lve met.
How does the manager come into this managementidu?cThe
Manager has to schedule employees and the work eto b
performed and develop budgets.

2. Organizing. Organizing is the process of ddiaega and
coordinating tasks and resources to achieve obgstilt is the
duty of the manager to allocate and arrange ressurc

3. Leading. Leading is the process of influencierlgployees to
work toward achieving objectives. What you needkriow here
is that it is the manager who must communicateottjectives to
employees and motivate them to achieve the obgxtiv

4. Controlling. Controlling is the process of ddishing and
implementing mechanism to ensure that objectivesaahieved.
How does the manager come in here? It is the dditthe
manager to measure progress toward the achieveofetite
objective and taking corrective action when neagssa

2. Who is a Leader?

A leader is one who

1. resolves problems when members disagree by drbgrar by
deciding on the solution himself.

2. Suggests or gets his ideas across to his cinlades-without
resorting to a direct order

3. Supply the objectives of an organization

4. Provides security for his followers by mainiag a positive,
optimistic attitude when facing problems.

5. represents his organization to others and sdsees as a symbol

of the organization. Outsiders think of the orgatian in terms
of their impression of the leader.

6. Inspires his followers to know that their waskworthwhile and
important,- a leader inspires his followers to @tce
organizational goals enthusiastically and to woffeatively
toward their accomplishment.
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Answers to SAE 2
1. Distinguish between a manager and a leader.
1. Attitudes Toward Goals

Managers tend to adopt impersonal, if not passigudes toward
goals. Managerial goals arise out of necessitidgerahan desires, and
therefore, are deeply embedded in the history anldure of the
organization. On the other hand, leaders are aatistead of reactive,
shaping ideas instead of responding to them. Theptaa personal and
active attitude toward goal.

2. Conceptions of Work

Where as managers act to limit choices, leader& wothe opposite
direction, to develop fresh approaches to longstangdroblems and to
open issues for new options. One important thing sleould know here
is that leaders create excitement in work. In adoldjtleaders are known
to work from high-risk positions. They are disposedeek out risk and
danger, especially where opportunity and rewarceaphigh.

3. Relations with others

Managers prefer to work with people; they avoiditaot activity
because it makes them anxious.

Managers relate to people according to the rolg ey in a sequence
of events or in a decision— making process. Ornother hand, leaders
who are concerned with ideas, relate in more ineliend emphatic
ways.

4. Attitude towards self

The last difference between managers and leadéns @ttitudes toward
themselves. To explain the difference, we shalrddging on William
James's classification of personality types — itiwmce-born" and
"twice-born".

The once-born people are those for whom adjustnteriife is straight-
forward, with peaceful lives right from birth. Ohe other hand, the
twice-borns, do not have an easy time of it. Beeallnir lives are
characterized by struggles, twice-boms do not takeys for granted.
The once-born and twice-horns also have differemtidvwiews. While
for a once-born personality, the sense of selfgude to conduct and
attitude, derives from a feeling of being at homne @ harmony with
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one's environment, for a twice-born, the senseetff derives from a
feeling of great separatedness.

2.Can a Manager be a Leader at the Same Time?

There are times some people use manager and leddethangeably.
The question to ask here is — Is this correct? The are not

necessarily interchangeable because leadership isulelass of
management. Managers perform the function of ergatplanning,

organizing, motivating, communicating and contrggli Included within

these functions is the necessity to lead and toe gilirection.

Consequently, a manager's ability to lead effebtiveay affect his

ability to manage, but a leader needs only to erfte the behaviour of
others.
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UNIT 5 Managerial Job Types

Unit Structure

5.1 Introduction
5.2  Learning Outcomes (LOS)
5.3  Vertical Dimension: Hierarchical Levels
5.4  Differences among Hierarchical Levels
5.4.1 Functions of Management
5.5 Promoting Innovation: The Entrepreneurial Role
5.6  Horizontal Dimension: Responsibility Areas
5.7 Learning to be an Effective Manager
5.8 Summary
5.9 References/Further Readings/Web Resources
5.10 Possible Answers to Self-Assessment Exesjise(

@5.1 Introduction

In the preceding units, you will observe that wevéhaliscussed in
general, the nature of managerial work. In thig,wdu will learn about
the varieties of managerial jobs. The two vari@gyou will soon come
to learn in this unit are:

1. Vertical dimension —focusing on different hiefaical levels in
the organization.
2. Horizontal dimension — focusing on the mandgargas of

responsibility.

The unit also briefly presents to you the significa of the
entrepreneurial role at the hierarchical levels.

@5.2 Learning Outcomes (LOs)

By the end of this unit, you will be able to:

. explain the types of managerial jobs
o discuss the implications of managerial job types
. describe what it takes to become an effective mamag

L 5.3 Vertical Dimension: Hierarchical Levels

You will see from our discussion presently that veetical dimension of
managerial jobs falls into three levels: first limeanagers, middle
managers and top managers. By the time we finishd@cussion on
these three levels, you should be able to fix ytewel in your
organization.
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a. First-line Managers. First-line managersalso known as first
line supervisors refer to managers at the lowesel l®f the
hierarchy (see Figure 5.1). They are directly rasjide for the
work of operating (non-managerial) employees Kagderal
(2011). What is the relevance of first-line manageou may
want to ask? They are very important to the sucadsan
organization because they have the responsibifityeeing that
day-to-day operatives are carried out smoothly urspit of
organizational goals. First line managers you shalso know
are prone to some problems. One, they usuallytfiethselves in
the middle of conflicting demands, because accgrdn Bartol
and Martin (1994) they operate at the interfacewbenh
management and the rest of the work-force. Twar tieaver has
been seriously eroded by union influence.

b. Middle managers As the name implies middle managers are
those located beneath the top levels of the hieyarthey are
responsible for the work of managers at lower. levEhey carry
such titles as: "manager" "director of", "chietlepartment” and
"division head". They are responsible for implenremtoverall
organizational plans to achieve organizational gjoal

C. Top managers. By top you know means at the height. Top
managers are those managers at the very top |l@fekhe
hierarchy. They are responsible for the entire wizgion. They
carry such titles as: "chief executive officer" ED.),
"President”, "executive director”, "senior vice-gickent" or
simply "vice president”. Top managers see to tlaamihg of the
organization.

Top
Middle

Firstline

oo [}
S 3
L
Horizontal Responsibility Areas
Fig. 5.1: Types of Managers by Hierarchical Level and Resitolity
Area.
Source: Adapted from Bartol M.B. & D.C. Martin (1994). Magement

(2" ed.) McGraw-Hill, Inc. New York.
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5.4  Differences among Hierarchical Levels

You must have observed so far that the same bami@agerial process -
planning, organizing leading, and controlling (ystill recollect what
we said about these management functions in Ura) applies to all
three hierarchical levels of management, There hosyever, some
differences in emphasis. The differences are isdleeas: (i) functions
of management, management skills, managerial rolesd
entrepreneurial role.

Let us take time to briefly explain these variables
5.4.1Functions of Management

In practice, it is observed that planning is momgpartant for top
managers than for middle or first-line managers.yWhthis so? It is
because top managers are responsible for detegnitiie overall
direction of the organization. Organizing is mamgortant for both top
and middle managers than for first-line managerby\¥ this so? It is
because it is the top and middle levels of managéntleat are
responsible for allocation and arranging resources.

It is further observed that leading is more impottdor first-line
supervisors than managers at higher levels. Whkyissso? It is because
first-line supervisors are charged with the onggimgduction of goods
and services. However, controlling is the managénamction that is
most similar at all three hierarchical levels.

5.5 Management skills

The three levels of management also differ in theadrtance attached to
the key skills discussed in unit one earlier: tecalh human, and

conceptual. Conceptual skills are important attéfpenanagement level.
Why is this so? It is because they have the greatsed to see that the
organization as a whole, understands how the vapauts relate to one
another.

First-line managers have the greatest need fonteghskills, because
they directly supervise most of the technical arafgssional employees
who are not managers. The three levels of manageraquire strong
human skills because they all must get things dioreeigh people.

Managerial Roles Henry Mintzeberg argued that mgarsado not work
daily to perform the managerial functions ascritethem but rather he
identified ten managerial roles which managers aydepicted in
Table 5.1.
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Table 5.1 Mintzeberg's Ten Managerial Roles

Role
interpersonal | Performs symbolic duties of a legaocial nature.
: Builds relationships with subordinates and commaies|
Figurehead | with, motivates and coaches them.
(Leader)
o Maintains networks of contacts outside work unitowh

Liaison provide help and information.

Informational | Seeks internal and external information about isghat

Monitor can affect
organization.

Disseminator | Transmits information internally that is obtainerh
either internal or

Spokesperson external sources
Transmits information about the organization |to
outsiders.

Decisional

Entrepreneur | Acts as initiator, designer, and encourages chargg
innovation.
Takes corrective action when organization faces

Disturbance | important, unexpected difficulties.

handler
Distributes resources of all types, including tirfusmding,

Resource equipment, and human resources.

allocator

Negotiator Represents the organization in major negotiatjons
affecting the manager's areas of responsibility.

Source: Adapted from Bartol,

Management

(2nd ed) McGraw-Hill, Inc. New York.

Mintzeberg argued that the ten managerial roledyaopall levels of

management.

He, however, noted some differencesnphasis at

various levels. Figurehead role, liaison and spod&eson are more
important as a manager moves up the hierarchy. drsatble is more
critical at the lower levels: Managers at all levare the same in the
entrepreneurial role. Many other scholars such ks, 2nd Tawfeq,

(2021) and G

utterman, (2023) have contributed & dhbate on what

roles do managers actually play.
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Self - Assessment Exercise 1

(&) Who are first-line-managers?

(b)  Mintzeberg argued that managers do not work dailgerform
the managerial functions ascribed to them buterathey play
managerial roles. Do you agree?

5.6  Promoting Innovation: The Entrepreneurial Role

Let us explain the differences because of the qdai importance of
innovation to the success of organizations. Youwst fconcern is to
understand the basic concepts here: innovation,

Innovation A new idea applied to initiating or improving aopess,
product, or service.

intrapreneurs: Individuals who engage in entrepreneurial roles as
employees of organizations.

EntrepreneurshipThe process of innovating within an existing et

Your next concern is to know the involvement ofdmation at the three
entrepreneurial roles. According to Galbraith (198the innovation

process involves individuals at various levels vitldil three types of

entrepreneurial roles: idea generator, sponsorpecttestrator.

Idea generatorAn individual who generates new ideas and suppbrts
in the face of numerous potential obstacles.

Sponsor. A middle manager who recognizes the organizational
significance of an idea, helps obtain the necesdargling for
development of the innovation, and facilitatesaitsual implementation.
Orchestrator A high-level manager who articulates the need for
innovation, provides funding for innovating actig, creates incentives
for middle managers to sponsor new ideas, and geotbe ideas of
people.

5.7 Horizontal Dimension: Responsibility Areas

Our interest here is to discuss the horizontakdifices in managerial
jobs. The three major types of managerial jobs farectional, general,
and project.

a. Functional Managers These are managers who have
responsibility for a specific, specialized areatdpof called a
functional area) of the organization and supervisainly
individuals with expertise and training in thatardhe common
functional areas are: finance, manufacturing or ragens,
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marketing, human resource management, accountinglityy
assurance, and engineering.

b. General Managers.These are managers who have responsibility
for a whole organization or a substantial sub-tin#t includes
most of the common specialized areas. They carcl $itles as:
"division manager”, and ‘"president’, depending ohe t
circumstance. They are called managers because pitesyde
over a number of functional areas.

C. Project Managers These are managers who have responsibility
for coordinating efforts involving individuals iregeral different
organizational units who are all working on a garar project.

5.8 Learning to be an Effective Manager

As an individual, what do you think you need to é&a®r know to
become an effective manager? If you already kndws, section will
broaden your knowledge. If you do not know, thistiea will explain to
you what you need to become an effective manager.

A review of literature shows that three factors @guired to become an
effective manager: education, experience, and aserstanding of
trends

Managerial Education: Education is an essential factor in preparing for
and becoming an effective manager. You must, howdwew that for
most managers, education does not end with codadegraduate school
degrees. Instead, managers must take additionahgearent-related
courses, attend conferences, workshops etc. Taaghasis is being
placed on developing individuals' skills in intetibaal management
both through classroom training and special joligassents.

Management Experience Another major factor required to become an
effective manager is experience. Age as you muse hzersonally
experienced affect the time of promotion to theeleof a chief executive
officer. Stieglitz (1985) in his study found tha® percent of chief
executive officers were at least 45 before theyewgromoted to the
position with more than half being 50 or over & time of promotion.

Understanding Trends

The third factor needed to become an effective manas a solid
understanding of business trends.
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There are four particular trends that may impactmamagerial work in
the future:

1. The growing internationalization of businessie(asic fact in
the world of business today is that organizatiomsist
increasingly assume an international perspectiveonducting
their business for the following reasons:

0] Businesses are facing more and more globapetition.

(i) More and more companies are likely to be dobusinesses in
other countries.

2. The increasing importance of qualitylanagers today must be
concerned with quality. You must have even obskthiat many
organizations have been adopting total quality agament. This
involves a commitment to improve quality in evagpect of the
organizations' operations.

3. The expanding public concern with managerial ethiekf
(1992) argues that organizations and Chief Exeeuifficers are
responding by placing greater emphasis on soesgansibility.
Managerial ethics are standards of conduct or injodgement
used by managers in carrying out their businels. tiiree main
types are explained below:

Immoral management”Immoral" and "unethical” are synonymous in
business. Immoral is an approach that not onlysagtkical principles
but is actively opposed to ethical behaviour.

Amoral managementThis is an approach that is neither immoral nor
moral but, rather, ignores or is oblivious to e#ihiconsiderations.

Moral management This is an approach that strives to follow ethica
principles and precepts.

4. The growing diversity of the work-force. The impact of
demographic diversity on organizations and theanagers is
emerging.

Self - Assessment Exercise 2

(@) Discuss the horizontal differences in manageois)
(b) Explain the three main managerial ethics

5.9 Summary

You have learned in this unit about managerial .j@secifically, you
have learned that the two dimensions of managgrie are the ones
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based on vertical differentiation, and the onesetiasn horizontal
differentiation. You have equally learned in thigtuhat managers can
provide some managerial functions to promote intiosa Finally, the
unit has explained to you what it takes to becomeftective manager.
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5.11 Possible answers to Self - Assessment Exercise
Answers to SAE 1
(@) Who are first-line-managers?

First-line managers also known as first line supervisors refer to
managers at the lowest level of the hierarchy. Tlaeg directly
responsible for the work of operating (non-manadeamployees. They
are very important to the success of an organizdiiecause they have
the responsibility of seeing that day-to-day operet are carried out
smoothly in pursuit of organizational goals. Filiste managers you
should also know are prone to some problems. Qrey; wisually find
themselves in the middle of conflicting demands;ause they operate
at the interface between management and the resteofvork-force.
Two, their power has been seriously eroded by umtinence.

(b)  Mintzeberg argued that managers do not work dailyto
perform the managerial functions ascribed to thembut
rather they play managerial roles. Do you agree?

Mintzeberg’s managerial roles cannot be utteriylexigd. The roles are
valuable for, at least, they have emphasized that gractice of
management is not as rational and systematic asl#ssical school
thought. He actually analyzed what may be termealyi&c activities of
management. His prefered roles are what managees do secondary
function. Every manager exercises the roles whilg glaying his
classical functions

Answer to SAE 2
(a) Discuss the horizontal differences in manageriabps.

1. Functional Managers These are managers who have
responsibility for a specific, specialized aredtgjo called a
functional area) of the organization and supervisainly
individuals with expertise and training in thaéar The common
functional areas are: finance, manufacturing orrapons,
marketing, human resource management, accountoglity
assurance, and engineering.

2. General Managers.These are managers who have responsibility
for a whole organization or a substantial sub-tin#t includes
most of the common specialized areas. They carch sitles as:
"division manager”, and “president”, depending dhe
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(b)
1.

2.

circumstance. They are called managers because piteside
over a number of functional areas.

Project Managers These are managers who have responsibility
for coordinating efforts involving individuals iseveral different
organizational units who are all working on a jgaitar project.

Explain the three main managerial ethics

Immoral management”"Immoral” and "unethical" are synonymous
in business. Immoral is an approach that not oabkd ethical
principles but is actively opposed to ethical bebax

Amoral managementThis is an approach that is neither immoral
nor moral but, rather, ignores or is oblivious tdhieal
considerations.

Moral management This is an approach that strives to follow
ethical principles and precepts.
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Unit 1 The Evolution of Management Theories
Unit structure

1.1  Introduction
1.2  Learning Outcomes (LOSs)
1.3 Definition of a Theory
1.3.1 Why Study Management Theory
1.3.2 Development of Classical Theory
1.3.3 The Emergence of Bureaucratic School
1.4  Evolution of Schools of Management Thought
1.4.1 The Emergence of Administrative Theory
1.4.2 The Emergence of Scientific Management School
1.5 Evolution of the Behavioural School of Thought
1.6 The Quantitative Management Theory
1.6.1 Management Science (or Operations Research)
1.6.2 Operations Management
1.6.3 Management Information Systems
1.7  Evolution of Contemporary Management School
1.7.1 The Systems Theory
1.7.1 Contingency Theory
1.7.1 Emerging Views
1.8 Summary
1.9 References/Further Readings/Web Resources
1.10 Possible Answers to Self-Assessment Exer)ise(

@1.1 Introduction

Now that you have an idea of what management ist wianagers do,
the differences between a manager and a leader tilne for you to
learn the history of management thought. So, yoe \eelcome to
Module 2, Unit 6 of this course, The Evolution ofaiMagement
Theories.

One of the ways to best understand this unit iasto yourself why you
should be concerned with the history of managententunja, (2018)
provides the answer. According to Kivunja, there @awo primary
reasons why you should be concerned about therhigtonanagement:
to better understand current developments and twdavepeating
mistakes. What do you think is the difference betwearly writers and
recent writers on management? Early writers weaetjtioners, so they
based their write-ups on empirical findings. Whyteu will still learn
about the various approaches to management, thtissuspecifically
devoted to the history of management. Another thjog will learn in
this unit is the definition of a theory.
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@1.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

discus why you need to study the history of manasgm
explain management theory

analyze the usefulness of a theory

describe the development of each management theory.

1.3 Definition of a Theory?

In everyday use, the word "theory" often means m@esied hunch, or a
guess without supporting evidence. But for sci¢sitia theory has
nearly the opposite meaning. A theory is a wellstabtiated

explanation of an aspect of the natural world tteat incorporate laws,
hypotheses and facts. Stam (2007) cited in Thorf24s,7) defined a

theory as the systematic organization of knowledghich can be

applied for the purpose of problem solving. MalmdaGranlund (2009)

offered another definition: “By theory we mean angel statement
subsuming a series of phenomena” Clancy (1989héefa theory as a
coherent group of assumptions put forth to explda relationship

between two or more observable facts. A theory ewds a set of
interrelated definitions, and relationships thagamizes our concepts of
and understanding of the empirical world in a systeéc way.

1.3.1 Why study Management Theory?

Now that you know what a theory is, you need t@ &sow why you
have to study management theory. Thomas, (2017yide® three
reasons for studying management theory:

1. Theories provide a stable focus for understapdivhat we
experience. That is, a theory provides criteria determining
what is relevant.

2. Theories enable us to communicate efficientig ghus move
into more and more complex relationships with ofheople.
3. Theories make it possible, or even challengeéaikeep learning

about other world.

13

1.4 Evolution of Schools of Management Thought

Even though management practice dates back toadeyears ago, the
development of management as a field of knowledgea irelatively
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recent development. The industrial revolution sdrae the impetus for
this development. This industrial revolution led ttte emergence of
factories, and with the development of many faericame the
widespread need to coordinate the efforts of lamgmbers of people in
the regular production of goods. This situation kedthe birth of

different schools of thought on management. Trst 6f this school of
thought is the classical theory which forms theidatthis section.

~
19 1.5 Development of Classical Theory
Around the eighteenth century, a set of conceptaitabrganizations,

now known as classical theory, began to be devdlopeday the
impact of this school is felt in modem complex argations.

The classical theory according to Urwick (1967) eleped in three
streams: bureaucracy, administrative theory, arehsfic management.
The three streams were founded, on similar assomptiThe three
streams were developed between 1900 — 1950. Batthat era of the
three streams were developed by separate groupgitefs working
almost completely independently of each other.

1.5.1 The Emergence of Bureaucratic School

This is the first component of classical theoriédsnmnagement. The
bureaucratic school was developed mainly by sogiste who, took a
scholarly, detached, and descriptive point of view.

Bureaucracy is the organization designed to acasmpgarge scale
administrative tasks by systematically coordinatthg work of many
individuals. In a nutshell, bureaucracy is a type administrative

structure which is organized in a hierarchy and cWhiimplies

impersonal uniform norms. According to Max Webben a

bureaucracy:

1. An individual holds office but the office is septa@ from him;

2. Offices are limited in scope and are arranged hiregarchy. This
scope of authority is clearly defined. Each offiselimited in
scope and arranged in a hierarchy. Each officia¢sponsible to
the one above him;

3. There is division of labour on rational lines sattleach official
knows his specific responsibility and duty. Thusorpoting
specialization and expertness among workers affiti sta

4. Selection for office and promotion to next officee @ccording to
rationally defined criteria of sustainability e.ghrough an
examination:;
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5. Relationships among organizational members arerdeted by
formally established rules and policies. Therempersonality of
personal contact.

6. Career paths are specified. Employment is basedecnnical
qualifications. Officials are appointed to posispmot elected.

Max Webber's bureaucratic principle looks impraatie in the
Nigerian context partly due to the nature of thgamization and partly
due to the societal expectations of what the bumreay should be or do.

The impetus for forming and studying bureaucracythie words of
Herbert A Simon (1994) springs from the complexdy modem
civilization. Hear him:
In ancient warfare. An- entire army was often comdel
by a single man, and his authority extended in & ve
complete and direct form to the lowest man in the
ranks.This was possible because the entire bagtie Wwas
within the range of a man's voice and vision, aedduse
tactics were for the most part executed by theemtimy
in unison.
But you know this is no longer possible in the ntodeomplex warfare
operations involving many highly technical spesidi from the air,
naval, land, and recently space forces that musk wader complex
command.

1.5.2 The Emergence of Administrative Theory

This is the second component of classical theoflibe. administrative
school was developed by writers whose primary @gewas in directly
improving practice.

Administrative theory and bureaucracy are relateden almost
identical. Both are largely deductive and view ¢tinganization as a mere
mental construct. However, while bureaucracy waselbped by
sociologists who took a detached scholarly viewniadstrative was
developed by practical men of action, mainly thegrav practicing
managers. The major focus of administrative théorgs to prescribe
principles and other concepts for achieving effitierganizations.
Make sure you follow the similarities and differesan these schools of
thought.

1.5.3 The Emergence of Scientific Management ScHoo
This is the third major component classical theokrown as scientific

management theory. It was developed also aroun@.IBfe focus of
this school was on the individual worker and theefioan, particularly in
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manufacturing activities. Scientific managementsara part from the
need to increase productivity.

Evolution of the Behavioural School of Thought

Now that you have known how and why the classitebity emerged,
you need also to know how and ‘why the behavioschbol emerged.
You already have known that the classical theoxisted individuals
as mechanism of production, hence they were mamigrested in
finding ways for organizations to use them morécefhtly. Know on
the other hand that the behavioural school empéasire importance of
attempting to understand the various factors tfiattehuman behaviour
in organizations.

From the preceding descriptions, you can correcty that the
behavioural schools emerged partly because thsicédgheory did not
achieve sufficient production efficiency and workpd harmony.

The four main schools under the behavioural thearg: early
behavioural school, Hawthorne studies, Human w@atischool, and
behavioural science approach. The early behaviotirabrists took
interest in offering alternatives to the emphasis emgineering that
characterized the scientific management school.

The Hawthorne studies were a group of studies adeduat the
Hawthorne plant of Western Electric company in the 1920s and
early 1930s. The findings of the study led to thenan relations view, a
behavioural view that emphasized concern for thekero

Human relations is commonly used as a general termescribe the
ways in which managers interact with their emplsydére school arose
from early attempts to systematically discover tkecial and

psychological factors that would create effectivenlan relations.

The behavioural science school developed out ofntéed for a more
complex view of the work situation. The behaviowsalentists brought
two new dimensions to the study of management.

One, they advanced a more sophisticated view ofamuiyeings and
their drives than did earlier theorists. Two, tlagplied the methods of
scientific investigation to the study of how peoplbehaved in

organisations as whole entities.
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Self - Assessment Exercise 1

1 Explain the various reasons why you need toystndnagement
theory.

2 List the three major streams of classical themy discuss one of
them.

1.7  The Quantitative Management Theory

You already have known about the classical viewp@nd behavioural
viewpoint of management. It is now time to stud thuantitative
viewpoint. The quantitative viewpoint according Bartol and Martin
(1994) emerged. as a major force during World Walte magnitude
of the war effort caused the British and-then thetéd States military
services to turn to a quantitative method, for hielgetermining the
most effective use of resources.

The quantitative viewpoint according to Howard Adtir and Diane
Herker (1977) focuses on the use of mathematiatissts, and
information aids to support managerial decision imgk and
organisational effectiveness. What are the varistisools under the
guantitative viewpoint? The three known schools: arenagement
science, operations management, and managememhatfon systems.

1.7.1 Management Science (or Operations Research)

According to Austin and Burns (1985), Britain aetheginning of the
World War Il needed to solve a number of new comgleoblems in

warfare. Struggling to survive, the British form#utke first operations
research (OR) teams. By pooling the expertise ofheraaticians,

physicists, and other scientists in OR, Britain bk to achieve major
technological and tactical breakthrough. When Acaers entered the
war they also formed OR to solve the same problems.

At the end of the war, the need to apply OR to [emois in industry
became obvious. New industrial technologies weredgput to use after
the war, for instance, transportation and commuinnabecame more
complicated. These developments brought with themesproblems
that could not be solved by conventional means.s€quently, OR
specialists were called to help managers come tip amswers to these
problems. Note that operations research and maregestience are
synonymous.
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1.7.2 Operations Management

This is a management approach that uses quargitatiethods to
improve the productivity and increase the efficierod goods/services
production. The technique is being used as invgmuanagement and
network modelling to improve decision making abdidtribution and

operational methods. The viewpoint arose in orddrelp organizations
maintain quality control and scheduling techniqtiest help managers
to plan and track production.

1.7.3 Management Information Systems

You will easily recollect that this is the thirdasd of the quantitative
management school. The viewpoint arose because wrgayizations
now find it difficult to handle large amounts offanmation in the new
and better ways, hence the computer — based infmmaystem, for
use by managers.

1.8 Evolution of Contemporary Management School

The last of the management theory is referred tthascontemporary
school of thought.

This school of thought was developed largely in t@50s. The
viewpoint can be understood from three perspectisgstems theory,
contingency theory, and emerging views.

Do not have the impression that the classical, weheal, and
guantitative schools are irrelevant today. Thesslll apply in one form
or another up till date. However, theorists andcptianers recently
found that the environment can also influence omgional
management. Consequently, new management approabhes
emerged that integrate aspects of each of the tmager schools of
thought within the context of the organizationaVieonment.

1.8.1 The Systems Theory

The theory rather than dealing separately withvilueous segments of
an organization, views the organization as a utjfiurposeful system
composed of interrelated parts. The systems thaamse to develop the
influence of both internal and external environnsemt organizations.

1.8.2 Contingency Theory

The theory is also known as situational approadie fmeed toward a
more open systems approach to thinking about ozgtaons led to the

56



BUS 839 MANAGEMENT THEORY

emergence of the contingency theory. The theorgdithat different
forms of organizational designs and managemeng¢ssigie appropriate
under differing circumstances.

1.8.3 Emerging Views

Emerging views represent the promising approachasrmay develop
into major view points if research supports thelevance. One major
emerging view is the Japanese management, repeesbytTheory Z.

Theory Z involves a manager of the positive aspettdmerican and

Japanese management into a modified approach.oths bf Theory Z

is to involve workers in decision making, institgi more informal

controls, and encouraging group members to acagponsibility for

work in their unit.

Self - Assessment Exercise 2
Why did the quantitative viewpoint emerge and wiias the focus?

4
M 1.9 Summary

You have learned in this unit the historical depetent of the
management schools of thought. You will recolldzattin this unit
management theory was discussed under four majsp@etives:

1. The classical theory, consisting of three streamButeaucracy,
Administrative theory, and Scientific management.

2. Behavioural theory — consisting of three viewpairtte early
behaviourists, the Hawthorne studies, the Humaratiogls
schools, and the behavioural science approach.

3. The quantitative perspective made up of threhods:
Management Science, Operations Management and
Management Information Systems.

4. The contemporary theory, consisting of threeewyoints:

Systems theory, Contingency theory and Emergingsiie
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1.11 Possible answers to Self - Assessment Exercise

Answers to SAE 1

(@) Three reasons for studying management theory:

1. Theories provide a stable focus for understapdivhat we

experience. That is, a theory provides criteria determining
what is relevant.

2. Theories enable us to communicate efficientig ghus move
into more and more complex relationships with ofheople.
3. Theories make it possible, or even challengeéaikeep learning

about other world.

(b)  List the three major streams of classical theory ad discuss
one of them.

1. bureaucracy,
2. administrative theory, and
3. scientific management.

The three streams were founded, on similar assomptiThe three
streams were developed between 1900 — 1950. Batthat era of the
three streams were developed by separate groupgitefs working
almost completely independently of each other.

The administrative school was developed by writetsose primary
interest was in directly improving practice. Adnsinative theory and
bureaucracy are related, even almost identical.h Bate largely
deductive and view the organization as a mere rhecdastruct.
However, while bureaucracy was developed by sogists who took a
detached scholarly view, administrative was devetbpy practical men
of action, mainly they were practicing managerse Thajor focus of
administrative theorists was to prescribe prindpéad other concepts
for achieving efficient organizations.

Answers to SAE 2

Why did the quantitative viewpoint emerge and whatvas the focus?
The quantitative viewpoint emerged as a majordatering World War
Il. The magnitude of the war effort caused the iBmitand-then the

United States military services to turn to a quatitie method, for help
in determining the most effective use of resources.
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The quantitative viewpoint focuses on the use ahmraatics, statistics,
and information aids to support managerial decismaking and
organizational effectiveness. What are the variscisools under the
quantitative viewpoint? The three known schools: arenagement
science, operations management, and managememhatfon systems.
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Unit 2 Scientific Management Theory
Unit Structure

2.1 Introduction
2.2  Learning Outcomes (LOS)
2.3  The Pre-classical Contributors
2.4  Scientific Management Theory
2.4.1 Contribution from Fredrick W. Taylor
2.4.2 Contribution from the Gilbreths
2.4.3 Contribution from Henry L. Gantt
2.4.4 Contribution from Harrington Emerson
2.4.5 Contribution from Morris L. Cooke
2.5 Scientific Management Theory: A Critique
2.6  Contributions of Scientific Management Theory
2.7 Summary
2.8 References/Further Readings/Web Resources
2.9 Possible Answers to Self-Assessment Exergise(s

@2.1 Introduction

You are welcome to the seventh unit of this cours&cientific
Management Theory. You will recall that we discuisiee evolution of
management theory in unit six where the historytloé classical
management thought was discussed. The scientifitageanent theory
you will also recall is one of the three streams tbé classical
movement.

Your main concern in this unit, covers a rangessties - the definition
and focus of scientific management theory, the rdmmtions of Taylor,

the Gilbreths and Gantt to the scientific managdanieeory. A general
assessment and critique of the theory is also tald=r in the unit.

Pause for a while. You must have heard about thisadage - "A river
that forgets its source will get dry". This adag#ly applies to the
classical theories in general. What is being saie Iis that some groups
of scholars wrote even though not extensively omagament before
the classical theorists. This group of scholars knewn as the
contributors. We will therefore spend some time these theorists
before we take a look at the classical theorists.

61



BUS 839 MANAGEMENT THEORY

@2.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

. explain the contributions of pre-classical thearist

o discuss the contributions of Taylor, the Gilbresinsl Gantt to the
scientific management school.

. do a critical assessment of the scientific managesehool.

The Pre-classical Contributors

Some scholars in the mid and late 1800s providedesaeas that
invariably laid the groundwork for later investigats into management.
Some of these pre-classical theorists as enunchatedéerdous, (2017)
are Robert Owen, Charles Babbage, and Henry R. Theinus take a
brief look into their contributions.

i. Robert Owen

Owen was a cotton mill owner in Scotland, who p&ned ideas about
better treatment of workers. He was -one of thdiesarwriters to

recognize the importance of human resources innizgions (Gitman,

et al ;2018).

He took interest in the working conditions of hisy@oyees, so he
improved their living conditions by upgrading stseehomes, sanitation,
and their educational system. Initially, Owen'saislavere considered
radical, but today his views are accepted. Wh@wign's contribution to
later theories?

Owen's work laid the groundwork for the human ief& movement.
The human relations movement will be discussedniit &leven

ii. Charles Babbage

Another pre-classical theorist was Babbage, a madlfieian, who

pioneered in the areas of computing and managerfienproduced the
world's practical mechanical calculator. He tooteirst in the idea of
work specialization. He also recognized the pobsilof specialization

in both physical and mental work.

In addition to his discussion on specializationpBage also devised a

profit-sharing plan that had two parts: a bonus rdee for useful
suggestions and a portion of wages that was depéondeactory profits
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(McMahon and Patton, 2017).. What then can you idensto be

Babbage's contribution to management theory? Hsgclwntribution is

the idea of incentives to workers. Most big orgations today embark
on increased worker productivity and commitmeniriyplving them in

profit sharing.

iii. Henry R. Towne

The last of the pre-classical contributors, Towa#yocated the need to
consider management as a separate field of systemguiry at par
with engineering. He argued that both engineerikiissand business
skills are needed to run an organization effecgiv&ridhar, (2017)
observes that Towne advocated for studying manageasea science
and developing principle that could be used inygkes of management
situations.

One major observation about the pre-classical dmrtors is that their
efforts were largely oriented toward developing céfi@ techniques,
usually to solve visible problems.

2.4  Scientific Management Theory

Organizations with different structures, functioginin different
environments, have to be managed. As long as tisereanagement
there will be the problem of how to manage bettar.one sense,
attempts at answers to the problem will be as naosels there are
managers, for each will bring an individual apptoao the task.
Nonetheless, at any one time there is enough imumfor there to be
broad similarities in what is thought and what asight on this issue.
The writers in the field of management have eaclykbto improve the
understanding of management and its practice. Tiagg looked for the
ingredients of a better management. It was undercthcumstances that
scientific management arose as Taylor wrote: Siienmhanagement
will mean, for the employers and the workmen whopdit, the
elimination of almost all causes for dispute ansagreement between
them

2.4.1 Contribution from Frederick W. Taylor

Taylor's Scientific management was the first sigaiit movement to
attempt to produce the guidance for managememha?ity, the goal of
Scientific Management was efficient cooperatione Theory called for
a careful and minute analysis of each tasks thrairge and motion
study. The purpose of this analysis was to discStrex one best way"
of completing each component of the work. The ddiermanagement
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McMahon and Patton, (2017) stressed job efficieiogough the
development of technical skills. However, Tayloliéeed that:

Taylor believed that workers engaged in soldie(@gituation whereby
workers deliberately work at less than full capgdor three reasons:

1. Workers feared that increasing their produstiwwould cause
them or other workers to lose their jobs.

2. The faulty wage systems set up by managemectueaged
workers to operate at low space.

3. The general methods of working and rules ofmihuhanded
down from generation to generation were very icedfit.

Taylor believed that manager could resolve theisdfty problem by
developing a science of management based on foaiples:

a. Scientifically study each part of a task and depdlte best method
for performing the task.

b. Carefully select workers and train them to perfanm task by using
the scientifically developed method

c. Cooperate fully with workers to ensure that theg dlse proper
method.

d. Divide work and responsibility so that managemeantesponsible
for planning work methods using scientific prineipland workers
are responsible for executing the work accordinigiythe remaining
part of this section, you will learn about the dollers of Taylor.

2.4.2 Contribution from the Gilbreths

Frank Gilbreth a contemporary of Taylor and hisewlifllian Gilbreth,
developed time and motion studies to develop mdfectere work
procedures. Gilbreth stressed that managementnsystbould always
be written. The Gilbreths emphasized the humarofadgh management
and advocated the study of the "human science®y tbllaborated on
fatigue and motion studies and focused on ways rompting the
individual worker's welfare. The ultimate aim ofesttific management
according to them was to help workers reach thelir gotential as
human beings.

Self - Assessment Exercise 1
1. Briefly discus the pre-classical theorists
2. Explain Taylor's work briefly.
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2.4.3 Contribution from Henry L. Gantt

Gantt, another scientific management theorist wabnkéth Taylor for

many years, so his work was greatly influenced ayldr. He, however,
made some original contributions, after he becameinagependent
consultant. The best of his work was his task ambnrus system of
incentive pay (where the worker was given a bonhenwhe reached
standard). He put much emphasis on setting spdeifk with proper
rewards for every member of the organisation tokwoward.

Gantt emphasized "habits of industryOnday, (2016) that is,
organizations develop habitual ways of doing thinigs modern day
management and organisation studies, this is kna#n"corporate
culture”. He also developed what later became asGhntt chart, a
graphic aid to planning, scheduling, and contrat ik still in use today.

2.4.4 Contribution from Harrington Emerson

Emerson was another contemporary of Taylor, whosekwook a
somewhat different direction. He worked mainly weitth contact with
other pioneers of scientific management and empbdsthe "great
productivity of correct organizations”. Emersortdds twelve principles
of efficiency:

Clearly defined objectives
Commonsense

Consultation

Discipline

Fair deal

Reliable, immediate, and adequate records
Dispatching

Standard and schedules

: Standardized conditions

10. Standard operations II.

11.  Written standard practice instructions
12.  Efficiency reward.

CoNOO~WNE

These principles are spelt out below:

1. Clearly defined objectives. Managers must kndvat they want
to accomplish and they must eliminate: vaguenessl | a
uncertainty.

2. Common sense. Managers must develop the yabiti

differentiate the woods from the trees
They should seek knowledge and advice wherevesilgles
3. Consultation. Managers should actively seekcadivom
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knowledgeable others.

4. Discipline. Managers should set up the orgdimzaso that

employees can obey the rules.

Fair deal. Managers must seek out justice amdess.

Reliable, immediate, accurate, and permaresdrds. Manager

should have the facts available to make decisions.

7. Dispatching. Manager should use scientificnplag of each
function so that the organization functions smbo#nd achieve
its goals.

8. Standard and schedules. Managers must devek&tpods for
performing their tasks and establish a time tdgoer each one.

9. Standardized conditions. Managers should mairgainiformity
of environment.

10.  Standardized operations. Managers must maiataniformity of
method.

11. Written  standard-practice  instructions. Managermust
systematically and accurately reduce each pratdiogiting.

2. Efficiency reward. Managers should reward kypes for tasks
successfully completed.

o o
w

\°&

Source: Adapted from: Bovee, CL; Thill J.V; WoodBMand G.P.
Dovel (1993), Management McGraw Hill. Inc. New Y.ork

2.4.5 Contribution from Morris L. Cooke

The last of Taylor's followers was Cooke, who agglihe principles
and techniques of scientific management to thddielf government and
education. Not only did he demonstrate that sdientianagement has
application in all types of organizations, he aksdvocated for the
participation of every employee in finding the "dmest way".

2.5  Scientific Management Theory: A Critique

Criticisms of scientific management include:

(@) Through its concentration on the mercenary a&@wdnomic
aspects of human nature, the scientific schoold¢¢adgnore the

social and psychological needs of employees.

These psycho sociological factors in fact exert @dw influences on
behaviour.

(b)  Attention is focused on efficiency on thetéay floor rather than
at higher levels within organizations. The existenyironment in
which firms function is assumed constant and aeckptithout
guestion. In reality, however, business enterprisase

66



BUS 839 MANAGEMENT THEORY

microcosms of society as a whole, and if conflibestween
owners and organized labour exist within societgyttmay
equally exist within firms.

(c) Division of labour creates boredom for thodgownust perform
routine tasks.
Constant repetition of simple movements dehumanmarkers..
People become appendages of the machines theyt@pkrahe
longer term, excessive application of the divisocdhabour could
alienate workers to the extent that less is produlcan otherwise
would be the case.

On a wider level, opponents argue that the treatroé human
beings as little more than adjuncts to mechanizeduyrtion and
the factory system is inappropriate in a modem deatxT
society which values personal development as wslltlee
creation of physical wealth.

(d)  Unemployment can result from increased indgaisefficiency.
Fewer people are needed to produce a given amdugdauls.
This together with the loss of individual controles working
practices and procedures implies by the sciengfproach,
naturally arouses distrust, fear and antagonismngnooganized
labour. Moreover, the bulk of the additional weaj#merated by
the adoption of scientific management seemed alw@ysccrue
more to shareholders rather than to workers.

(e) Scientific management was devised and impiéatdewhen mass
production was widely used in manufacturing indgsand it
fitted well with the technological requirements thie period.
However, contemporary technical, economic and $§ocia
circumstances are so completely different from ¢hpeevailing
during the early years of the century that the iappbn of the
approach may no longer be appropriate.

® The fastest way of performing a job is not eesarily the best.
(@) Although it is possible to measure how long,average, a task
takes to complete, there is no truly scientific moet of

estimating the time in which the task ought toibeshhed.

The scientific management theory, and Taylor haaenbspecifically
criticized.

First, Taylor did not integrate variables of humaghaviour with his
emphasis on rationality and economic efficiencye Téchniques (time
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and motion studies, economic incentives) stemmaua the assumption
that man was an economic creature limited in hisytiof gain only by
his physiological capacities. This static view obtiaation implicit in
this approach did not recommend itself to latechsjogists. First, they
argued, men have other than purely economic motigesput in a
stronger way, There are many incentives, of whigchder normal
conditions, money is the least important.

Secondly, the 'carrot-and stick' hypothesis abdut telationship
between behaviour and reward is of doubtful validEinally, these
hypotheses depend very much on a view of the woakean isolated
individual rather than a social being engaged imd adleriving
satisfaction from, his interactions with his fellew

2.6  Contributions of Scientific Management Theory

You have learned about the scientific managemerobrih and its
weaknesses You should note that the theory is eroptetely bad for it
has its positive contributions:

One, Taylor showed that there was great value mceptualizing a
general management theory.

Two, Scientific Management left a large group ofwnéleas for
promoting organization efficiency.

For instance, Taylor's prescriptions for scientf@rsonnel selection and
rational work methods; his emphasis on training anbctrination is
being used to date by management practitionergelAraylor's concern
for cooperation underlined the importance of tlasue still challenge
organizational theorists till date.

Self - Assessment Exercise 2

Identify the followers of Taylor and discuss theantributions.

2.7 Summary

In this unit, you have learned about the Scientifianagement theory,
one of the three perspectives that make up thesicldsmanagement
movement. You also learned about some pre-classicatributors:
Owen, Babbage and Towne whose efforts though fratameare still
useful in modern management practice.
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The unit also provided you with a critique of thaeditific Management
school as well as an evaluation.
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MZ.Q Possible answers to Self - Assessment Exercise
Answer to SAE 1

(@) Briefly discus the pre-classical theorists

1. Robert Owen

Owen was a cotton mill owner in Scotland, who p&ned ideas about
better treatment of workers. He was -one of thdiesarwriters to

recognize the importance of human resources innigaons He took
interest in the working conditions of his employess he improved
their living conditions by upgrading streets, homsamnitation, and their
educational system. Initially, Owen's ideas weresitered radical, but
today his views are accepted. Owen's work laidgtioendwork for the
human relations movement.

2. Charles Babbage

Another pre-classical theorist was Babbage, a madlfieian, who

pioneered in the areas of computing and managerfienproduced the
world's practical mechanical calculator. He tooteirst in the idea of
work specialization. He also recognized the pobsilmf specialization

in both physical and mental work.

In addition to his discussion on specializationpBage also devised a
profit-sharing plan that had two parts: a bonus rdee for useful
suggestions and a portion of wages that was depéerate factory
profits. His basic contribution is the idea of intiges to workers. Most
big organizations today embark on increased wopkeductivity and
commitment by involving them in profit sharing.

3. Henry R. Towne

The last of the pre-classical contributors, Towa#yocated the need to
consider management as a separate field of systemguiry at par
with engineering. He argued that both engineerikiissand business
skills are needed to run an organization effecgiveDne major
observation about the pre-classical contributothas their efforts were
largely oriented toward developing specific teclueis, usually to solve
visible problems.
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(b) Explain Taylor's work briefly

Taylor's Scientific management was the first sigaiit movement to
attempt to produce the guidance for managememha?ity, the goal of
Scientific Management was efficient cooperatione Theory called for
a careful and minute analysis of each tasks thrairge and motion
study. The purpose of this analysis was to discStrex one best way"
of completing each component of the work. The ddiermanagement
stressed on job efficiency through the developnoériechnical skills.
However, Taylor believed that workers engaged indisdng (a
situation whereby workers deliberately work at l#ssn full capacity)
for three reasons:

1. Workers feared that increasing their produstiwwould cause
them or other workers to lose their jobs.

2. The faulty wage systems set up by managemectueaged
workers to operate at low space.

3. The general methods of working and rules ofmihuhanded
down from generation to generation were very icedfit.

Answers to SAE 2

(@) Identify the followers of Taylor and discuss their
contributions.

1. Frank Gilbreth a contemporary of Taylor and his ewitillian
Gilbreth, developed time and motion studies to tgvemore
effective work procedures. Gilbreth stressed thanagement
systems should always be written. The Gilbreths leamjzed the
human factors in management and advocated the sifidye
"human sciences". They collaborated on fatigue rantion studies
and focused on ways of promoting the individual keois welfare.
The ultimate aim of scientific management accordmthem was to
help workers reach their full potential as humamge

2. Gantt, another scientific management theorist wabrkéth Taylor
for many years, so his work was greatly influenbgdraylor. He,
however, made some original contributions, after beeame an
independent consultant. The best of his work wagdsk on bonus
system of incentive pay (where the worker was gi@donus when
he reached standard). He put much emphasis ongssfiecific task
with proper rewards for every member of the orgatiog to work
toward. Gantt emphasized "habits of industry’, tthig,
organizations develop habitual ways of doing thingsnodern day
management and organisation studies, this is knasviicorporate

71



BUS 839 MANAGEMENT THEORY

72

culture”. He also developed what later became esG#ntt chart, a
graphic aid to planning, scheduling, and contrait tis still in use
today.

Emerson was another contemporary of Taylor, whose wook a
somewhat different direction. He worked mainly witit contact
with other pioneers of scientific management anglessized the
"great productivity of correct organizations". Es@n listed twelve
principles of efficiency

The last of Taylor's followers was Cooke, who agqblihe principles
and techniques of scientific management to thedielf government
and education. Not only did he demonstrate thaensiic
management has application in all types of orgaioas, he also
advocated for the participation of every employeefinding the
"one best way".
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Unit 3 Administrative Management School
Unit Structure

3.1 Introduction
3.2 Learning Outcomes (LOS)
3.3 The Elements of Administrative Theory

3.3.1 Contribution from Henri Fayol

3.3.2 Contribution from Chester Barnard

3.3.3 Contribution from Lyndall Urwick and Luth@ulick
3.4  Administrative Management School: A Critique
3.5 Contributions of Administrative Theory
3.6  Summary
3.7 References/Further Readings/Web Resources
3.8 Possible Answers to Self-Assessment Exergise(s

@3.1 Introduction

Our main focus in this Unit eight of this courgeon theAdministrative
Management Theory.he scientific management school called attention
to a more efficient organization, its emphasis heaveleft many
unanswered questions for higher level managersselpeoblems were
tackled in the early 20th century by the admintsteatheorists.

The administrative school has many predominantridmriors (Gordon,
2022). the contributors include Fayol, Barnardyidk, Follet, Mooney
and Reiley, Gulick and others. The administrativeotists have some
common elements.

1. One, they were interested like Taylor in the prsce$ efficient
cooperation.

2. Two, they developed principles and functions of agement as the
backbone of their theory of organization.

3. Three, they considered these principles and funstido be
universal.

4. Finally, they made a distinction between the theoryscience of
organizations and the art or techniques of itsiagpbn.

The administrative school is an approach that feswm principles that
can be used by managers to coordinate the inteantavities of
organizations. You will learn in this unit abouetlkontributions of the
different theorists. You will also learn about #lements, strengths and
weaknesses of the school. Most elements of admatiis theory were
designed to organize things. For instance, thetbdaslesire to receive
the advantages of specialization, certainty anderotbenefits of
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bureaucracy. The elements of the school includencpies of
management, concepts of line and staff, committaed, functions of
management.

@3.2 Learning Outcomes (LOs)

By the end of this unit, you will be able to:

o explain the elements and principles of administeatheory.
. discuss the weaknesses and benefits of admingtridgeory.
o analyze the contributions of the administrativeotists.

3.3 The Elements of Administrative Theory

As stated earlier, the elements of administrathnemty were designed to
organize things. To avoid chaos, unpredictable Wieha and other
features of disorganization. The theorists enuredrétie advantages of
specialization. The elements of the theory inclugemnciples of
management, concepts of line and staff, committaed, functions of
management. All these are now discussed.

The principles will be discussed under the différeantributors. But
meanwhile, you first, need to learn about the cptecef line and staff,
committee, and functions of management.

(@) The Concepts of Line and Staff

In the early management writings, line and statéralately referred to
types of activities, types of authority, and typéslepartments. What is
your understanding of line and staff? If you arevarsant with the two
concepts, what you are going to read in this seowdl broaden your

view and add more to your knowledge. If you are cmtversant with

the two concepts, this section will provide youhw&nough information.
Line activities are those that directly contribdethe accomplishment
of organizational goals. On the other hand, stetivdies, are those that
make a more indirect contribution to goals by suppg and facilitating

line efforts.

You can learn about the differences between the teocepts by
examining their line of authority. Line authority & right to command
action while staff authority entails the right tdvese and recommend.
The final way you can make a distinction is throudgpartmental
responsibilities. Line departments are those resiptsfor attaining the
central goals of organizations, while staff (seeyidepartments are

74



BUS 839 MANAGEMENT THEORY

responsible for providing technical expertise apdcgalized assistance
that facilitate line departments.

"Personal”, "general”, and "special" are populasigigations of staff.
Titles of personal staff, who tend to be personsdistants to line
officers, include "assistant to" ..."executive atsit," and "special
assistant".

There is constant conflict between line and staffmbers. For instance,
line officials complain that staff members meddte their business.
Staff, on the other hand complain that line mansageitl not accept
expert advice. In spite of these misunderstandirigsyever, staff
members are practically indispensable members@é larganizations.

There are two sources of conflict between line stadf members:

1. Line and staff workers have different persdmatkgrounds and,
therefore, different ways of looking at an orgati@as activities.
2. The difference in authority between line araffs¢ncourages the

two groups to play disruptive political game whbeyt interact.

However, it must be noted that a staff worker i diepartment may be
a line worker in another department or organizatibar instance a
Professor of Marketing is a line worker in the dément of Marketing

but if the department of Production consults him éapert advice on
marketing issues he functions in the Productionadepent as a staff
worker.

(b) Committees

A Committee is a formal organization team, Thom@€17), usually

relatively long-lived, created to carry out specifirganizational tasks.
Committees provide an organizational structureddition to line and

staff. They can contribute to creativity, commuiima, motivation, co-

ordination and broad representation of point ofwighey can be used
as a method of avoiding action and for taking resguality when it is

not deemed appropriate for an individual to doGmmmittees are good
for formulating policy, but they are poor at promig leadership and in
executing decisions according to Dole and UrwiclO6(). The

disadvantages of committees include, cost, "watdmun" decisions,

indecision, tyranny of minorities, and self-pergdion of the

committee.
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Criticisms of the Committee System

In spite of their widespread and use, committeege heome under
severe criticisms. Some of the arguments agaiestige of committees
in management are as follows:

76

Committees are costlySometimes the use of committees result in
high extra costs to the organization. Money is Ugwexpended for
the procurement of materials, vehicles, and foiskics. Meetings
are scheduled and rescheduled, certain discust&adonger time
than is necessary, so that time is also wastedt\8hwld be done
is left undone as committee report is awaited. $aeate and House
committees of the National Assembly provide sudfitiexamples.

Weak DecisionsAnother argument against the use of committee is
that decisions are usually products of compromigech may affect
the quality of the decisions. Some committee membey not like
long arguments, may not be gifted in the art ofljputpeaking, for
the sake of being polite, or respect for more erpeed and elderly
members or for a combination of these, may setilecobmpromise
decisions. It is the view of Akpala (1998), thatmruittees tend to
make for compromise decisions, which may water ddvenquality
of decisions. The bid to arrive at compromise deni he argues
may discourage an aggressive and up and doingidudivby what
is called leveling process.

Breeding Ground For Yes-MenOn the surface, it is believed that
committees are made up of people of equal statdseaperience.
The reverse however, is the case when a carefuhieséion of
most committees is made. More often, “juicy and entucrative”
committees are the exclusive preserve of those | lolya
management. Some committee members are appointee the
“‘eyes and ears” of management. When committee mieshipe
become a design for rewarding loyalists, the qualitthe decision
will not only be affected but some members may stefiom
offering their best of opinion and suggestion.

Lack of commitment:The use of committees is also criticized on
grounds that members do not show enough commitnaei
responsibility since no single individual is heldcauntable for a
committee performance. When a committee decision or
performance comes under scrutiny, members usuadigorbe
amorphous individuals whose identity will not besigadisclosed.
People will now resort to saying “it was the chanis position or
the recommendations of the committee---.”
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v. Additionally, committees have been criticized oowgrds that most
of their decisions are “coalitions of thought”. Wmd regard is
sometimes given to minority positions and groupgre could be
excessive deference to positions of supposedly muatire and
experienced members, and that committees haven faigo
disrepute through misuse, misapplication, and tmposition of
members etc.

The functions of management will be discussed urtler work of
Fayol.

Self - Assessment Exercise 1
a. Distinguish between line and staff activities.
b. Evaluate the criticisms of committees

3.3.1 Contribution from Henri Fayol

Fayol, a French engineer, pioneered the systemat&thod of
management. Fayol is best known for his adminisgatmanagement
approach, which stresses the functional aspectth@forganization
structure Stam, (2010). Fayol stated that thereeviie fundamental
functions for all managerial activity:

1. Planning: Examining the future and developing a plan ofacti

2. Organizing: Creating a structure of both people and matetaals
achieve the plans.

3. Commanding: Maintaining appropriate activities among the
personnel and setting a good example.

4. Coordinating:  Unifying and harmonizing organisational
varieties.

5. Controlling: Seeing that the required activities are accometish

in line with the established plans. According toydla these
functions were to be performed in line with his @&l principles
for management.

Fayol's Principles of Management as stated biferdous, (2017)

l. Division of work. Work should be divided horizontally for more
efficiency.

2. Authority and responsibility . Authority is the right to give
orders. An organizational member has responsibility
accomplish the organizational objectives of hisifims

3. Discipline. There must be respect for and obedience to thes rul
and objectives of the organization.
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© o~

10.

11.

12.

13.
14.

Unity of command. An employee should receive direction from
one superior only.

Unity of direction. An organization is effective when members
work together toward the same objectives.

Subordination of individual interest to general interest The
interest of one employee or group of employees lshowt
prevail over that of the organization. Rather, gemeral interest
must be maintained as paramount.

Remuneration of personnel Pay should be fair not exploitative.
Centralization. Authority resides at the top.

Scalar chain. There should be a hierarchy dictated by the
principle of unity of command linking all memberd the
organization from top to the bottom.

Order. A place for everything, and everything in its qea..,
people as well as materials.

Centralization. Authority resides at the top of the organizational
hierarchy and is disseminated throughout the orgaioin by the
process of delegation.

Equity. Kindliness and justice, based on predetermined
conventions, should prevail in the organization.

Initiative . Think out and execute plans at all levels.

Esprit de corps "Union is strength". Superior performance
comes from pride, loyalty, and a sense of belonging

3.3.2 Contribution from Chester Barnard

Barnard also contributed extensively to administeatheory. A major

contribution of his is the acceptance theory othatty. The theory

argues that Malik, (2019) authority does not depend”persons of
authority" who give orders as on willingness to edynof those who

receive the orders. He believes that it is the eygds who decide
whether or not to accept orders and directions fatnove. Based on his
view that authority flows from the bottom to thepiche argued that
employees are more willing to accept directionanfra manager if
certain conditions are met.

a.
b.
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One, understands the communication.

Two, see the communications as consistent wittpthposes of the
organization.

Three, feel that the actions indicated are in Vi their needs and
those of the employees.

Four, see themselves as mentally and physically abtomply.
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3.3.3 Contribution from Lynda Urwick and Luther Gu lick

Urwick, a British army officer turned theorist andnsultant, integrated
the ideas of scientific management with the ideasadministrative
theory.

Gulick isolated the responsibilities of the chiekeeutive and
enumerated them using the

Acronym POSDCORB, which stands for planning, orgag, staffing,
directing, coordinating, reporting, and budgeting.

3.4  Administrative Management School: A Critique

The administrative school like the scientific maaagnt school has
also been criticized. One general criticism ofddeninistrative school is
that it has not been verified under controlled,espble conditions.
Herbert A. Simon (1961) a critic, argued that adstmative theory is
full of inconsistencies, tautologies, and lack gpisistication.

Another criticism is that since a vigorous scieatibasis is lacking,
management principles are nothing but proverbs pesable to folklore
and folk-wisdom. Simon for instance, wrote that therent principles
of administration, like proverbs, occur in pairsor Falmost every
principle one can find an equally plausible andeptable contradiction
principle.

A good example of such contradiction argue Akamaweand Jonah
(2020), are the "principles"” of "centralization"dafidecentralization”.
Centralization argues that organizational effecte&s is increased by
consolidating decision making in coordinating hedd. contrast,
decentralization suggests that the organizationl Ww#énefit from
delegating of decision making to subordinate units.

3.5 Contributions of Administrative Theory

Though the administrative theory has been sevecallligized, it is still
very important. Why do you think this is so? Or hmathis possible?
Stephenson provides the answer:

It is because it works. In all, Fayol's pioneeringrk and the related
extensions by other writers gave a basis for mamageé thought which
lives on today.

Self - Assessment Exercise 2
1. What is the central focus of Administrative thgd
2. Discuss the strengths and limitations of the Auisirative theory.
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0)
M 3.6 Summary

In this unit you have learned a lot. You have fustance, known that
administrative theory is a normative oriented $atleas which generate
concern about the re-structuring of an organizatigou have also

learned that Fayol pioneered the work on admirtigsaschool, while

others like Barnard also contributed immensehhtstheory.

In this unit also you have come to know that théengples of
management fail to be universal truths. They atsbtbd -satisfy many
scientists who complain that they are like proveabs that they lack
scientific verification. The unit also explainedetlbasic concepts of
administrative theory, line and staff, and comnesteFinally, you have
known in this unit that despite the many criticistegeled against the
administrative theory, it still holds till datengply because it works.
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MB.S Possible answers to Self-Assessment Exercise
Answers to SAE 1
(@) Distinguish between line and staff activities.

Line activities are those that directly contribbethe accomplishment
of organizational goals. On the other hand, stetiivdies, are those that
make a more indirect contribution to goals by suppg and facilitating
line efforts.

Line authority is a right to command action wrstaff authority entails

the right to advise and recommend. The final way yan make a
distinction is through departmental responsibgitieine departments
are those responsible for attaining the centrallsgoé organizations,
while staff (service) departments are responsibiefoviding technical
expertise and specialized assistance that faeiliia¢ departments.

(b)  Evaluate the criticisms of committees

In spite of their widespread and use, committeege heome under
severe criticisms. Some of the arguments agaiestide of committees
in management are as follows:

i. Committees are costlySometimes the use of committees result in
high extra costs to the organization. Money is Ugwxpended for
the procurement of materials, vehicles, and foiskics. Meetings
are scheduled and rescheduled, certain discusta&adonger time
than is necessary, so that time is also wastedt\8Hwld be done
is left undone as committee report is awaited. $aeate and House
committees of the National Assembly provide sudfitiexamples.

ii. Weak DecisionsAnother argument against the use of committee is

that decisions are usually products of compromigech may affect

the quality of the decisions. Some committee membey not like

long arguments, may not be gifted in the art ofljguspeaking, for

the sake of being polite, or respect for more erpeed and elderly
members or for a combination of these, may setilecobmpromise
decisions. It is the view of Akpala (1998), thatmruittees tend to
make for compromise decisions, which may water ddvenquality

of decisions. The bid to arrive at compromise deni he argues
may discourage an aggressive and up and doingidghuivby what

is called leveling process.
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iii. Breeding Ground For Yes-MenOn the surface, it is believed that
committees are made up of people of equal statdseaperience.
The reverse however, is the case when a carefuhieséion of
most committees is made. More often, “juicy and entucrative”
committees are the exclusive preserve of those | lolya
management. Some committee members are appointee the
“‘eyes and ears” of management. When committee mieshipe
become a design for rewarding loyalists, the qualitthe decision
will not only be affected but some members may stefiom
offering their best of opinion and suggestion.

iv. Lack of commitment:The use of committees is also criticized on
grounds that members do not show enough commitnaei
responsibility since no single individual is heldcauntable for a
committee performance. When a committee decision
performance comes under scrutiny, members usuadigorbe
amorphous individuals whose identity will not besigadisclosed.
People will now resort to saying “it was the chamis position or
the recommendations of the committee---.”

v. Additionally , committees have been criticized on grounds tlasgtm
of their decisions are “coalitions of thought”. Wmd regard is
sometimes given to minority positions and groupgreé could be
excessive deference to positions of supposedly muatire and
experienced members, and that committees haven faigo
disrepute through misuse, misapplication, and tmposition of
members etc.

Answers to SAE 2

Discus the contributions from Chester Barnard

Barnard also contributed extensively to administeatheory. A major
contribution of his is the acceptance theory ofhatty. The theory
argues that authority does not depend on "perséraithority” who
give orders as on willingness to comply of thosewéceive the orders.
He believes that it is the employees who decidethdreor not to accept
orders and directions from above. Based on his Wmawauthority flows
from the bottom to the top, he argued that empleyre more willing to
accept directions from a manager if certain coadgiare met.

e. One, understands the communication.

f.  Two, see the communications as consistent witlpthposes of the
organization.

g. Three, feel that the actions indicated are in Vi their needs and
those of the employees.

h. Four, see themselves as mentally and physically abtomply.
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Unit 4 Bureaucracy
Unit Structure

4.1  Introduction
4.2  Learning Outcomes (LOS)
4.3  Contribution from Max Weber
4.3.1 Elements of Ideal Bureaucracy
4.4  Functions of Bureaucracy
4.5 Dysfunctions of Bureaucracy
4.6  Bureaucracy: A Critique
4.7  Assessment of Bureaucracy
4.8 Summary
4.9 References/Further Readings/Web Resources
4.10 Possible Answers to Self-Assessment Exergise(s

@4.1 Introduction

This is the ninth unit of this courseManagement Theonjt is one of
the streams of the classical theory of managenherihis unit you will
learn about the definition of bureaucracy. Althouighis a concept
mentioned almost everyday by almost everybody, ngt everybody
knows the definition. This unit will provide a stin to this problem.
The contribution of Weber to the theory will alse Biscussed in this
unit. Specifically, the unit will provide you witlthe elements or
characteristics of ideal bureaucracy. You will alearn in this unit
about the functions and dysfunctions of bureaucraty overall
assessments of the theory is undertaken in the unit

@4.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

explain the concept of bureaucracy

discus the element of bureaucracy

describe the contribution of Weber to the theorpwfeaucracy
analyze the functions and dysfunctions of bureanycra

discus the weaknesses and usefulness of the thebry
bureaucracy.
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Contribution from Max Weber

You will recollect that we promised that after stund) this unit, you
should be able to define bureaucracy. This shoeldydur first main
focus before you study Weber and his contributmnhie theory. What
then is bureaucracy?

Bureaucracy is the organization designed to acasmgarge scale
administrative tasks by systematically coordinatthg work of many
individuals. In a nutshell, bureaucracy is a type administrative
structure which is organized in a hierarchy and cWhiimplies
impersonal uniform norms. To Gordon, (2022) bureacy is a
management approach that emphasizes a structugahipation in
which positions and authority are defined accordiogiormal rules.
Weber's concept of bureaucracy did not includetaofored tape (as
bureaucracy is usually viewed) as inefficiencyheathis aim was to
develop a set of rules and procedures to-ensuteathemployees were
treated fairly. Weber approached bureaucracy fidealiperspective.

4.3.1 Elements of Ideal Bureaucracy

Weber's work as cited in Rasul and Daniel ( 20&83jcally comprised
the following elements:

1. Hierarchy. The organization is highly structured by a hiengrof
authority. Each position covers an area for whichais complete
jurisdiction. Each position is responsible for thetivities that it
can best perform or supervise.

2. Professional qualification Employees of an organization are
hired for their competence to perform the requinetseof a
position. The fitness for office is determined only the
candidate's technical expertise. Nepotism, andudtiem are not
allowed.

3.  Career aspectsBureaucracy has a number of career with tenure
and pension. Promotion is based on seniority aridegement.
Dismissal is only for objective cause.

4. Systems of rulesIn a bureaucracy, decisions are governed by a
consistent system of abstract rules, regulations, @rocedures.
Behaviour is subject to systematic discipline aondtml. These
rule systems apply universally to everyone in thganization in
an impersonal fashion.

5. Impersonality of organizational processes Interpersonal
relationships are carried out through structure. tréEx
organizational influence is minimal.
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6.

Rational - legal authority. The right to exercise authority and
influence is based upon position; "obedience is exviio the
legally established impersonal order".

Record keeping Complete records are kept of all rules,
standards, and results to ensure continuity anfd ramity.

Self - Assessment Exercise 1
1. What is bureaucracy?
2. Discuss Weber's ideal bureaucracy

4.4

Functions of Bureaucracy

Bureaucracy provides some functions often refetoeds advantages in
organizations: specialization, structure, predititgh and stability,
rationality and partial democracy.

1.
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Specialization Bureaucracy makes it possible to achieve
increase in productivity through specialization. r@ucracy
allows one expert that specializes in those arehsravhe is
expert.

Structure. Bureaucracy provides form to an organization by
structuring it, in which the duties of each positiare described.
The structure provides a logical relationship ofiattes. You
will recollect that you have leaned about orgamirattructure
earlier?

You will remember that structure is a central feataf classical
theory, and bureaucracy is a measure of attainilgdascribing

it and its numerous potential advantages.

Predictability and stability. The rules, regulations, structure,
professional aspects, and other elements of bur@ayenables it

to provide predictability and stability to an orgaation.
Bureaucracy also produces certainty and order.

Rationality. In a bureaucracy, judgement are made according to
objective and generally agreed upon criteria - bhgtwhim,
caprice, or patronage. According to Weber, a ration
organization rests "on a belief in the ‘legality’ matterns of
normative rules and the right of those elevateduthority under
such rules to-issue commands. Rationality is divelderm; what

is rational to one person is not necessarily santather, and vice-
versa. In this unit, a rational organization is oimee from
personal caprice and favouritism. What do you théknique in

a rational organization? The uniqueness of a ratiorganization

is that in it the consideration is simply who cantble work best,
judged on impersonal (rational) grounds.
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5. Democracy. Bureaucracy contributes to democracy by its
emphasis on technical competence as the solefoagjeing and
holding a job. Patronage, favouritism tradition,damther
arbitrary bases have no effect; one's ability cotmt everything.

4.5  Dysfunctions of Bureaucracy

You will recollect that we mentioned earlier inghunit that bureaucracy
has some unintended consequences, also known amdysns. Some

of the dysfunctions as enunciated by Spenkuch, fdoand Guo (2021)
are: rigidity, impersonality, displacement of olijees, limitations of

categorization, self-perpetuation and empire bagdicost of controls,
and anxiety.

Thompson (1961) characterized these dysfunctioss bareau-
pathology, a disease of bureaucracy. According t®mnipson, a
dysfunction presents a paradox in that it is ondipgperceived by
someone or a group as advantageous. For instahds, seen as
relatively advantageous to the actors - otherwisenpuld change it -
but negatively to another. The seven dysfunctioas a

(1) Rigidity. Bureaucracy is criticized for being rigid, stat@nd
inflexible. It is non-adaptive and thus in conflieith the basic
adaptability laws of nature since it is designeddsteady -state,
and closed system in isolation. It has also beemdahat strict
adherence to regulations produces timidity,- coregesm and
technicism. A rigid organization often fails to Seeovation as a
necessary life-giving element to an evolving, anapt
organization.

(2) Impersonality You will recall that one of the elements of
bureaucracy earlier mentioned in this unit is inspeality of
organizational processes. Due to its emphasis oderor
predictability, and rationality, bureaucracy isrzereferred to as
a "sterile machine model" of organizations. Thessmuence is
that bureaucracy ignores persons - the basic elenmeran
organization. Some critics even refer to it as dmigation
without persons".

Relationship in a bureaucracy are secondary, csinteaones
rather than being primary and personal. This ofeds to loss of
enthusiasm on the part of workers.

(3) Displacement of Objectivesn pursuing his individual objectives
or the objectives of his sub-unit of the organizati the
bureaucrat often fails to properly contribute todater objectives.
That is, he displaces the broader objectives indawf personal
or lower-level objectives. This is also known afutmation of
interests.
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(4) Limitations of categorizationIn order to secure the advantages
of coordination and specialization, bureaucracyumes strict
categorization or compartmentalization of actiwtend persons.
The implication is that a person works only withims
department.

(5) Self-perpetuation and Empire BuildingThe same power that a
bureaucrat requires to do his work in a profesdienaironment
can be used by him to perpetuate his job or degatiimeyond its
useful life. You may probably be conversant withrd.d\ctor's
statement on power: "power corrupts and absoluiepaorrupts
absolutely”. When you apply this to the study ofdaucracy, one
can say that: Power is self-sustaining and setffoecing”; one
who holds it has much ability to keep or increaseJsually, a
bureaucrat thinks that holding an office gives hparsonal
ownership of it and its privileges.

Bureaucrats can use their expertise to maintaimaease their power
in two ways:

(a8 By keeping their knowledge and intentions egcithereby
confounding potential critics.

(b)  Their intimate understanding of the operatimisa complex
organization makes it very difficult to replacerne

(6) Cost of Controls Although the rules, regulations, and the
numerous procedures employed to gain conformity an
bureaucracy do not on their own create value, batdost of
maintaining them is dysfunctional.

(7)  Anxiety. The pressure to conform and to improve status in a
bureaucracy often produces anxiety. Managers angincally
confronted with a source of anxiety in the conifligt objectives
among members and between members and the organizat
Another source of anxiety is poor performance. Tisiswell
demonstrated by Sherp (1931) when he wrote:

Although a particular person may have great mayuaihd
general psychological security, an insecure supedb

any point in the hierarchy above him can, and pitada

will generate pressures which must inevitably besed
down the line, creating insecurity and tensionstlaf way

to the bottom. Dependence, insecurity, of frustratare
prevalent in bureaucracy and they produce anxiety.
There are times when these become severe enough to
disrupt the entire organization.
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4.6  Bureaucracy: A Critique
Other criticisms of Weber are:

1. Weber did not foresee the ways in which hiseaucracy' might
be inappropriate to the problems of the administrégced with a
rapidly - changing technology.

2. Weber's ideal - type has been criticized bycpsiogists for its
alleged failure to take account of ‘human needs:s& needs are
expressed in the informal patterns of behaviourctviwere first
systematically studied by the Hawthorne researcliBsrggnoring
'informal’ organization, Weber seems to have carsidionly one
half of the problem.

4.7  Assessment of Bureaucracy

What contribution has bureaucracy made to managertteory?
Weber's work had a dramatic effect on organizatioeory. Weber's
work on management and organization stimulated eorétical
discourse which is still alive today On the negatside, Weber's model
was attacked for not accounting for the informatisbphenomena that
so dominated the concerns of human relations tego@ther criticisms
include:

(@) It ignores the roles and influences of infolmgeoups within
organizations.

(b) It does not explain the reasons for the eristeof organizations.

(c) It implies that centralized organization is peudor to
decentralized organizational forms, which is notessarily the
case.

(d) It has little to say about the influence obffitial leaders.

(e)  Weber offered no theory of how a bureaucraoyld respond to
external pressures for change.

Self - Assessment Exercise 2
List the main dysfunctions of bureaucracy.

0,
M4.8 Summary

In this unit you have learned that bureaucracy manative model of
organization which emphasizes the structure of agarazation. You
have also learned from this unit that Max WebeGemman sociologist,
pioneered the work on bureaucracy. The seven degistcs of ideal
bureaucracy is also covered in this unit. This asb highlighted the
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functions (advantages) and dysfunctions (disadggsieof bureaucracy.
Among the functions are: Specialization, structypeedictability and

stability, rationality and democracy. The dysfuaos discussed in the
unit are: rigidity, impersonality, displacement afjectives, limitations

of categorization, self-perpetuation and empirdding, cost of controls
and anxiety.

4
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I&A.lo Possible answers to Self - Assessment Exercise
Answers to SAE 1
(@) What is bureaucracy?

Bureaucracy is the organization designed to acasmgarge scale
administrative tasks by systematically coordinatthg work of many
individuals. In a nutshell, bureaucracy is a type administrative
structure which is organized in a hierarchy and cWhiimplies
impersonal uniform norms. It is a management apgbrodhat
emphasizes a structured organization in which pmsitand authority
are defined according to formal rules.

(b)  Discuss Weber's ideal bureaucracy
Ideal Bureaucracy includes:

1. Hierarchy. The organization is highly structured by a hiengrc
of authority. Each position covers an area for Whit has
complete jurisdiction. Each position is responsilite the
activities that it can best perform or supervise.

2. Professional qualification Employees of an organization are
hired for their competence to perform the requinetseof a
position. The fitness for office is determined onby the
candidate's technical expertise. Nepotism, andufatrem are not
allowed.

3. Career aspectsBureaucracy has a number of career with tenure
and pension. Promotion is based on seniority armdeaement.
Dismissal is only for objective cause.

4. Systems of rulesIn a bureaucracy, decisions are governed by a
consistent system of abstract rules, regulatioms, @ocedures.
Behaviour is subject to systematic discipline andtml. These
rule systems apply universally to everyone in thganization in
an impersonal fashion.

5. Impersonality of organizational processes Interpersonal
relationships are carried out through structure. tréx
organizational influence is minimal.

6. Rational - legal authority. The right to exercise authority and
influence is based upon position; "obedience is exwto the
legally established impersonal order”.

7. Record keeping Complete records are kept of all rules,
standards, and results to ensure continuity anfdumity.
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Answers to SAE 2

1.

(1)

(2)

3)

(4)

(5)

92

Dysfunctions of Bureaucracy

Rigidity. Bureaucracy is criticized for being rigid, statand

inflexible. It is non-adaptive and thus in conflieith the basic
adaptability laws of nature since it is designeddasteady -state,
and closed system in isolation. It has also beemdahat strict
adherence to regulations produces timidity,- coregesm and

technicism. A rigid organization often fails to Seeovation as a
necessary life-giving element to an evolving, atapt
organization.

Impersonality You will recall that one of the elements of
bureaucracy earlier mentioned in this unit is inspeality of
organizational processes. Due to its emphasis oderor
predictability, and rationality, bureaucracy isrxzereferred to as
a "sterile machine model" of organizations. Thessmuence is
that bureaucracy ignores persons - the basic elenmeran
organization. Some critics even refer to it as dmigation
without persons".

Relationship in a bureaucracy are secondary, astife ones
rather than being primary and personal. This ofeds to loss of
enthusiasm on the part of workers.

Displacement of Objectivesn pursuing his individual objectives
or the objectives of his sub-unit of the organizati the
bureaucrat often fails to properly contribute todater objectives.
That is, he displaces the broader objectives indawf personal
or lower-level objectives. This is also known afutmation of
interests.

Limitations of categorizationIn order to secure the advantages
of coordination and specialization, bureaucracyumes strict
categorization or compartmentalization of actiwtend persons.
The implication is that a person works only withims
department.

Self-perpetuation and Empire BuildingThe same power that a
bureaucrat requires to do his work in a profesdienaironment
can be used by him to perpetuate his job or degatiimeyond its
useful life. You may probably be conversant withrd.d\ctor's
statement on power: "power corrupts and absoluiepaorrupts
absolutely”. When you apply this to the study ofdaucracy, one
can say that: Power is self-sustaining and setffoecing”; one
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who holds it has much ability to keep or increaseJsually, a
bureaucrat thinks that holding an office gives hparsonal
ownership of it and its privileges.

Bureaucrats can use their expertise to maintaimaease their power
in two ways:

(@) By keeping their knowledge and intentions egcithereby
confounding potential critics.

(b)  Their intimate understanding of the operatiamfsa complex
organization makes it very difficult to replacerne

(6) Cost of Controls Although the rules, regulations, and the
numerous procedures employed to gain conformity an
bureaucracy do not on their own create value, batdost of
maintaining them is dysfunctional.

(7)  Anxiety. The pressure to conform and to improve status in a
bureaucracy often produces anxiety. Managers angincally
confronted with a source of anxiety in the conifligt objectives
among members and between members and the organizat
Another source of anxiety is poor performance.
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MODULE 3 NEO-CLASSICAL OR HUMAN RELATIONS
THEORY
Unit 1 Neoclassical Theory — the Hawthorn Studies

Unit Structure

1.1 Introduction
1.2  Learning Outcomes (LOSs)
1.3 Development of the Neoclassical Theory
1.3.1 Causes of the Movement
1.3.2 Elements of Neoclassical Theory
1.4  Early Behaviourists
1.4.1 Contribution from Hago Munsterberg
1.4.2 Contribution from Mary Parker Follet
1.5 Hawthorne Studies
1.5.1 Prevailing Intellectual and Social Contexts
1.5.2 Neoclassical Theory: A Critique
1.6 Impact of the Hawthorne Studies
1.7  Assessment of the Hawthorne Studies
1.8 Summary
1.9 References/Further Readings/Web Resources
1.10 Possible Answers to Self-Assessment Exergise(s

@1.1 Introduction

In module 2 unit 1, you were introduced to thedristl development of
management theory. The areas broadly covered irutliteare: pre-
classical contributors, classical theory, behawabtmeory, quantitative
and contemporary theories. Module 2 Units 2,3 andefe devoted to
discussions on scientific management theory, adnative theory, and
bureaucracy.

In this module 3 Unit 1, you will learn about theatlassical theory.
Like the classical theory, the neoclassical thesmpade up of different
streams: Early behaviourists, Hawthorne studiesn&fu Relations, and
Behavioural science approach. While subsequens wvilt be devoted
to the last two streams, the Unit 5 will introdugeu to the early
behaviourists such as Hago Munsterberg and MarlelPdtollet. You
will also learn in this unit about the elementsnebclassical theory. In
the final section of the unit you are introducedrie Hawthorne studies,
and the findings. A critique of the studies as veslithe assessment will
be covered in this unit.
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@1.2 Learning Outcomes (LOs)

By the end of this unit, you will be able to:

o describe the causes and elements of the neoclatssoay

. explain the contributions of early behaviourists the
neoclassical theory

. analyze the Hawthorne studies

o discuss the findings and implications of the Hawntlgostudies.

Development of the Neoclassical Theory

You will recall that the three preceding units haseplained the
classical theory of management: Bureaucracy, adtnative theory and
scientific management. The neoclassical or "newsital" theory will

be described in the next three units.

As the name suggests, neoclassical theory was omilthe base of
classical theory.

According to Hicks and Gullet (1981), neoclassitaory modified,
added to; and in some ways extended classical ythédre basic
assumption of neoclassical theory is that the palpdical and social
aspects of the worker as an individual and his wgndup output be
emphasized.

Oana, (2015) summarized the focus of the clasdicabry to be
structure, order, the formal organization, econonfactors, and
objective reality. Neoclassical theory, in contrafsicused on social
factors at work (or the informal organization) adotions.

Although neoclassical theory has evolved over sdvegnturies there
was no intensive development of the main streani tie late 1920s
and early 1930s.

1.3.1 Causes of the Movement

According to Gellerman (1966) the neoclassical thewas caused by
several political, economic, and social factorsejcally, the flow of
workers from farming to factories, excesses ofyefattory owners, the
rise of the labour movement, technological changemnd
professionalization of management led to the ermerg®f neoclassical
movement.
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1.3.2 Elements of Neoclassical Theory

In the preceding three chapters, you learned thatctassical theories
emphasized order, rationality, structure and stizatson. The classical
theory adopted the "economic man" view of employezsa worker is

motivated almost mainly by economic incentive. Nassical theory

challenged the "economic man" concept. Insteadndloelassical theory
submits that every person is different.

The two major elements of neoclassical theory #re:individual and
the work groups or informal organization.

a. The Individual

The differences among individuals that was ignobgdthe classical
theory formed the main thrust of neoclassical tihe®his point will be
further-explained in unit Eleven, under the Humealations theory.

b. Work Group

The other major element of neoclassical theoripésemphasis upon the
informal groups. The work group or informal "shado@rganization
within the structure of the formal organizatiordiscussed here. Rather
than focus on the economic size, the neoclassiealry focuses on the
social aspects of men, Haliidu, Ibrahim and Labar@d17) whose
overriding need is seen as a desire to belongg @cbepted by, and start
well in his work group. A person's perception ohkelf and the world
around him depends on groups, thus it is germangetarmining his
values, opinions, needs and aspirations.

1.4  Early Behaviourists

The behavioural theorists focus on people to detesrthe best way to

manage in all organizations. In the 1920s, managemeters started to

question the classical approach to management lzawaged their focus

from the job itself to the people who perform thé.jLike the classical

theorists, behavioural theorists were looking fa best way to manage
in all organizations. You can observe that the beh@al approach to

management stressed the need for human skills.

1.4.1 Contribution from Hago Munsterberg
Munsterberg, a German psychologist, pioneered itlé 6f industrial

psychology. In his book — Psychology and Industrificiency,
published in 1913, Munsterberg discussed how pdgdisis could help
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industry in three major ways. One, psychologistsl¢study jobs and
find ways of identifying the individuals who besitited to the job.

Two, psychologists could help in identifying the ygsological
conditions under which individuals are likely to their best work.
Three, psychologists could develop strategies thatlld influence
employees to behave in ways that are compatible wianagement
interests.

Munsterberg is referred to as “"the father of indaktpsychology”
because he did not start work in this area, hissdéhe examples he
provided ignited the imagination of others and tedhe establishment
of the field of industrial psychology (Sadrul akdhammad,2013).

1.4.2 Contribution from Mary Parker Follet

Follet is another early behaviourist who focusedgmaup dynamics.
She focused more on the functioning of groups ganizations than did
the classical writers. The argument is that membéwyganizations are
continually influenced by the groups within whidhey operate: She
argued that groups have the capacity to exercisgalmver themselves
and their own activities.

Follet also believed that (Sujatha Mayurnath, anhdoja 2019)
organizations should operate on the principle ajwer with" rather
than "power over". She further argued that powesukh be jointly
developed, cooperative concept based on hieratgiressure.

What is Follet's method of operating the "powerhWitoncept., This
according to her can be done by resolving conthicbugh integration.
Integration according to her is the process ofifigdsolution that would
satisfy both parties. She placed much importanceadrieving what
they calledintegration unity whereby the organization would operate as
functional whole, with the various interrelated tgaworking together
effectively to achieve organizational goals. Sh& ghe process of
working together as a dynamic process becauseoemwental factors
would necessitate change. Lucy Kraus (1988) ongeear that Follet's
ideas anticipated the systems viewpoint of managéme

Self - Assessment Exercise 1
1. Explain the major elements of neoclassical theor
2. ldentify and discuss the works of the early lvaharists.
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1.5 Hawthorne Studies

You learned about Munsterberg's contribution torteeclassical theory,
where he emphasized individual differences in omgions, as well as
the effect of outside social and cultural factangtive organization.

In the discussion to follow, you will learn abodtet various studies
sponsored by the National Research Council, whedah in 1924 in the
Hawthorne works of the Western Electric Companyioero, lllinois,
near Chicago.

The purpose of each study, the study itself andirfigs are discussed in
this unit.

Why were the Hawthorne studies carried out? Thegny aim of the
studies was to examine working conditions as theyelated to output
and generally to classify the numerous problemsrayiin the working
situation.

To adequately understand the Hawthorne studiese tae two things
you need to know:

1. The prevailing intellectual and social conteixtswhich Mayo
and his colleagues worked.
2. The pre-Hawthorne studies.

1.5.1 Prevailing Intellectual and Social Contexts

The prevailing social context included the cultofandividualism and
utilitarianism. The idea of individualism was dexd/ from classical
economics represented by Adam Smith. The individti@l ideology
generally stresses the preeminence of the indiVidvar the social
conditions of systems which take into account cbiNe and solderistic
aspects of society as in the feudal and the gydtems. Individualism
implies both reliance on individual effort and adrcontract.

The thrust of individualism is that man is natwalhrried away by his
own self interest and utility, while society is futhe sum of its
individual members.

These ideas were later described by Mayo as thbblIRaHypothesis”

— in which he condensed the tendencies of indiJidoa and
utilitarianism. The hypothesis runs as follows:
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1. Natural society consists of a horde of unomeshindividuals.

2. Every individual acts in a manner calculatedsézure his self-
preservation of self-interest.

3. Every individual thinks logically, to the besdthis ability.

These ideas according to Ademolu ( 2021.) can becésted with the
"carrot and stick" policy whereby man only works ander to get
money, while the fear of starvation keeps him filo@mg idle.

A second prevailing ideology which was also gaingrgund during
Mayo's time was the "scientific management" of ®ayland his
associates. Taylor and his scientific managemeniocated for
purposive planning as well as good incentive methstiould be
adopted. The "scientific management" was influenggdndividualism
and utilitarianism to the neglect of the socialgexicies of men and the
existence of the higher springs of social behaviour

You know we already said you need to know somethingut the pre-
Hawthorne studies. So let us go through it.

The Pre-Hawthorne Studies
Two studies preceded the Hawthorne studies:

1. The Philadelphia Spinning Mill and
2. The illumination Experiments

The Philadelphia Spinning Mill

The objective of this study was to inquire into taeises of absenteeism
and low morale among a section of the Spinning Milirkers. Forty
men were involved in the study. Because of the hadgour turnover,
incentives were introduced, yet productivity reneainlow while
absenteeism and similar symptoms of poor orgawizatihealth were
high.

Mayo was called in to inquire and make recommendation ways to
improve productivity and reduce labour turnovereTirst step Mayo
took was to introduce rest pauses that were ihjiteisent.

Production increased from 70% to between 80% - 8P96.rest pauses
were dropped on the advice of the supervisor. Ritimiu fell under

70%. Mayo reintroduced the rest-pauses with a ¢mmdihat only when

a task was set and completed with a given timedcaworker go on

break. Production still fell after this.
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At the instance of the president of the Comparst, pauses without any
condition were reintroduced. Production rose up7#, workers'
morale and health improved, and absenteeism dededsastically.
When each group was later left with the decisiortaice rest pauses
productivity rose up to 80%.

Findings of the Study

You will remember that Mayo and his colleagues @ett to find an
explanation for high turnover, absenteeism anddowductivity.

You will also notice that the incentives introducdd not change
matter.

You also have noted that when the president oCiimpany intervened
and when groups were given free hand to decidehemm test pauses
productivity rose considerably. The implicationgloése are:

l. By the president's concern and timely inten@nthe succeeded
in transforming a horde of individual workers irg@ocial group.

2. By placing the control of the rest pauses irirtthands the
president had enhanced their feeling of accountabdnd
responsibility.

The Illumination Experiments

This is the second pre-Hawthorne study. You wilkicdver that the
experiments were to find out the correlation betwéght and output.
The studies were conducted by G. A. Pennock annergiwith the
company. Two groups of workers- the experimentaugr and the
control group were involved in the study. In thepesmental group,
illumination was increased, while in the controlethight was left
constant.

Findings

At first, production increased on the experimergaup, but with the
passage of time, productivity also increased in toatrol group.
llluminating was then reduced in the experimentadug, but output
rose instead of going down. At the end of the dag,experiments failed
to establish any correlation between light and paobidity.

The Hawthorne Experiments
The researchers refused to accept defeat for timdusiog results

obtained from the Philadelphia Spinning Mill andlumhination
experiments. Three other experiments known as tethbrne studies
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were carried out. These were: the Relay Assemblgt TRoom
(R.A.T.R). The interview programme, and the Bankillg Test Room
(B.W.O.R).The Hawthorne studies were carried out Hyee
management experts: Elton Mayo, F. J. Roethlisbeagd W. J.
Dickson.

(a) The Relay Assembly Test Room

This experiment was organized to study the colmglatbetween

physiological environmental factors (effect of ¢mie, rest pauses,
shorter working day) and productivity. Five womeare involved in the

study. Their consent was obtained. The conditidngak were altered-

rest pauses, shorter working day, shorter workirgkvand food and
coffee breaks were introduced.

You will be surprised that the researchers foundteomgain that
productivity rose without any clear connection be tphysical factors
being varied in the experiment. The explanationtlics is the possibility
that employees treated in a special way will imgrdiveir performance
because of the attention, a theory known as thetliitame effect.

(b) The Hawthorne effecis the possibility that individuals singled
out for a study may improve their performance syntyecause of
the added attention they receive from the reseaschather than
because of any specific factors being tested. Adienf 2021.).

(c¢) The Bank Wiring Observation Room

The study was to develop the new method (of obsenjaand to obtain
more exact information about special social peaptein the Company.
The researchers studied the group behaviour thalalged among male
employees who wired, soldered and inspected svoitbard equipment.
The group was isolated in a workroom, and a rebearsat passively
observing their activities during the day.

The study showed that the group developed its aovermal notion of
acceptable productivity and used the good presdareensure
compliance. You will observe that over producergewnealled "rate
busters”, "rate chiselers" and those who violated horms were
disciplined by ridicule or ostracism.

( d) The Interview Programme
The experiments here were carried out in order &hey more

information and check the results already obtairksglspondents were
asked to state the factors that were satisfying tmude that were
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dissatisfying on their jobs. The researchers fotnad behaviour is not a
matter of stimulus and response, but between tle there are the
complexities of human personality which modify bebar
(Onyeonoru, 2021).

1.5.2 Neoclassical Theory: A critique

The Hawthorne studies have been severally criticifE®r one reason,
the initial phase of the studies was a failure. @&ksumption that there
would be a relationship between worker performaand workplace
illumination did not come to pass.

You can observe also that the study failed. Famimse, workers did not
respond in the expected, rational way. Insteadr behaviour appeared
irrational, at least by the engineers' standardatainality.

Some critics even say that the finding were noti@ls; but were not
entirely new, as they were already known beforth@éworks of earlier
scholars like Cooley Mead among others, concerttiegstructure and
influence of the informal groups.

Mayo can be accused of concentrating his invesbtigaton the factory
itself while neglecting to inquire into the backgna of the workers.
Other criticisms include:

(@) Observations of small group of individual®wslkl not be used to
justify a general theory of human behaviour.

(b)  The results obtained might have been nothirggenthan the
consequence of operating condition of the workemscerned
(i.e. the subject of the experiment learned toordpn ways they
believed would meet with the approval of the inigedors).

(c)  Similar experiments have yielded differeggults.

(d) The later experiments were conducted agaihst économic
background of the stock market crash and the onfethe
depression of the .1930s. These conditions weresuaiuand
bound to affect employee's attitudes.

(e) Western Electric was a non-union firm and he time of the
experiments was actively involved in preventingamization of
the company. Attitudes of unionized workers miglavé been
quite different from those recorded.

1.6 Impact of the Hawthorne Studies
You can observe that with the finding of the Hawileo studies, the

focus of management altered significantly. Foranse, as against the
impersonality that characterized the classical aggh, the studies
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pointed to the impact that social aspects of theehjad on productivity,
particularly the effects of personal attention frasapervisors and
relationships among group members.

Self - Assessment Exercise 2
1. Describe in details the pre-Hawthorne studies.

1.7 Assessment of the Hawthorne Studies

The Hawthorne researchers found that each personigsie. You will
have noticed that the findings of the study shoet thach individual
brings to the job situation certain attitudes, dfsliand ways of life as
well as certain skills, technical, social and ladicin terms of his
previous experience, according to Roethlisberg@s§) each person has
certain hopes and expectations of his job situation

You will notice that one major impact of the Hawthe studies on
prevailing management theory is that they highkghthe power of
work groups over an individual's behaviour via abobrms.

They, according to Bendix (1956) directly challedgeconomic
individualism. They also weakened the impact of kvathic by
discounting the satisfactions of work itself refatito uneconomic
rewards. You can see that the Hawthorne studies s significant
because they signaled the importance of interpatsamd group
relationships within an organization.

The Hawthorne studies as it can be observed isfisigmt also because
it showed that informal work groups, the social iemvment of

employees have positive influence on productivitau will observe

that the concept of "social man" — motivated byiagbeeds, wanting
rewarding on-the-job relationships and respondirogario work-group

pressures than to management control- was necdsseoynplement the
old concept of "rational man" motivated by perscg@nomic needs.

/0
M1.8 Summary

In this unit, you will notice that though tracesreoclassical theory can
be found in ancient history, its main developmerhe into being in the
late 19'h and early 20'h centuries. The movemeweldped at that time
to improve the condition of the working man. Youvlaalso learned
from this unit that the neoclassical theory wasstafized in the

Hawthorne experiments, conducted from 1924 — 193fe unit has

also taught you about three lasting elements pdrbyehe movement.

103



BUS 839 MANAGEMENT THEORY

They were the feelings and adjustment of the iulial, his social
acceptance in his work group, and his participaiiodecision making.

Another thing you also must have gained from thist is that the
emphases of the neoclassical movement were diffédrem classical
theory in that classical theory emphasizes "econaman™ motivation.
In contrast, the neoclassical movement introduaseo mew units of
theoretical analysis—the individual and the worlougr. One useful
thing about the neoclassical movement is that tmphasis on the
human factors of organizations continues as a megmtributor to
modem management and organizational theory.
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Iﬂl.lo Possible answers to Self - Assessment Exercise
Answers to SAE 1

1. Explain the major elements of neoclassical thep

(@) The Individual

The differences among individuals that was ignobgdthe classical
theory formed the main thrust of neoclassical tirebrdividuals were
discovered to have different needs. This aspectndividuals was
captured by the human relations movement which mamagement
perspective that views employees as respondingh® interpersonal
processes.

(b)  Work Group

The other major element of neoclassical theoripésemphasis upon the
informal groups. The work group or informal "shado@rganization
within the structure of the formal organizatiordiscussed here. Rather
than focus on the economic size, the neoclassiealry focuses on the
social aspects of men whose overriding need is ssea desire to
belong, to be accepted by, and start well in hiskngyoup. A person's
perception of himself and the world around him deseon groups, thus
it is germane in determining his values, opinioreeds and aspirations.

2. Identify and discuss the works of the early bedviourists.
(@) Contribution from Hago Munsterberg

Munsterberg, a German psychologist, pioneered itlé 6f industrial
psychology. In his book — Psychology and Industificiency,

published in 1913, Munsterberg discussed how pdgdisis could help
industry in three major ways. One, psychologistsl¢study jobs and
find ways of identifying the individuals who besitited to the job.

Two, psychologists could help in identifying the ygsological
conditions under which individuals are likely to their best work.

Three, psychologists could develop strategies thauld influence

employees to behave in ways that are compatible wianagement
interests.
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Munsterberg is referred to as “"the father of indaktpsychology”
because he did not start work in this area, hisagdéhe examples he
provided ignited the imagination of others and tedhe establishment
of the field of industrial psychology

(b)  Contribution from Mary Parker Follet

Follet is another early behaviourist who focusedgmaup dynamics.
She focused more on the functioning of groups ganizations than did
the classical writers. The argument is that membéwyganizations are
continually influenced by the groups within whidhey operate: She
argued that groups have the capacity to exercisgalmver themselves
and their own activities.

Answers to SAE 2
Describe in details the pre-Hawthorne studies.
(@) The Philadelphia Spinning Mill

The objective of this study was to inquire into taeises of absenteeism
and low morale among a section of the Spinning Milirkers. Forty
men were involved in the study. Because of the hadgour turnover,
incentives were introduced, yet productivity reneainlow while
absenteeism and similar symptoms of poor orgawizatihealth were
high.

Mayo was called in to inquire and make recommendation ways to
improve productivity and reduce labour turnovereTirst step Mayo
took was to introduce rest pauses that were ihjitisent.

Production increased from 70% to between 80% - 8P96.rest pauses
were dropped on the advice of the supervisor. Ritimu fell under

70%. Mayo reintroduced the rest-pauses with a ¢mmdihat only when

a task was set and completed with a given timedcawvorker go on

break. Production still fell after this.

At the instance of the president of the Comparst, pauses without any
condition were reintroduced. Production rose up7#, workers'
morale and health improved, and absenteeism dededsastically.
When each group was later left with the decisiortaice rest pauses
productivity rose up to 80%.
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Findings of the Study

l. By the president's concern and timely intetieen he succeeded
in transforming a horde of individual workers in#& social
group.

2. By placing the control of the rest pauses hrirt hands the
president had enhanced their feeling of accoulitiaband
responsibility.

(b)  The lllumination Experiments

This is the second pre-Hawthorne study. The erparts were to find
out the correlation between light and output. Tiuelies were conducted
by G. A. Pennock an engineer with the company. Tgvoups of
workers- the experimental group and the controugravere involved in
the study. In the experimental group, illuminatwas increased, while
in the control the light was left constant.

Findings

At first, production increased on the experimergadup, but with the
passage of time, productivity also increased in toatrol group.
llluminating was then reduced in the experimentadug, but output
rose instead of going down. At the end of the dag,experiments failed
to establish any correlation between light and paobidity.
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Unit 2 Human Relations Movement
Unit Structure

2.1 Introduction
2.2  Learning Outcomes (LOs)
2.3 Contribution from Abraham Maslow
2.3.1 Hierarchy of Needs Theories
2.3.2 Assessment of Maslow's work
2.4  Contribution from Douglas McGregor
2.4.1 The Assumptions of Theory X
2.4.2 The Assumptions of Theory Y
2.4.3 Assessment of McGregor's Work
2.5 Relationships of the Theories of Maslow anz3vegor
2.6  Contributions of the Human Relations School
2.6.1 Criticisms of the Human Relations Approach
2.7 Summary
2.8 References/Further Readings/Web Resources
2.9 Possible Answers to Self-Assessment Exercise(s)

@2.1 Introduction

In the last three units, you were introduced tortheclassical theory of
management. In those units you learned about tle $rands of
neoclassical movement: the early behaviourists Haethorne studies,
the Human Relations and the behavioural scienceapp. In this unit,
you will learn about the human relations movemartje the next unit
will introduce you to the behavioural science apyta

Specifically what you learn from the present urenters around the
contributions of Maslow and McGregor to the humaslations

movement within the work unit. By definition, ratats movement is a
management perspective that views employees asneisg to ,the

interpersonal processes.

@2.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

explain the Human Relations Movement

discus the contributions of Maslow to the movement
evaluate Maslow 's work

describe McGregor's contribution to the movement
analyze the relationships between Maslow and Mc@teg
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Contribution from Abraham Maslow human

You can still remember in-Unit ten that the Hawti®rstudies were
severely criticized almost as a failure. You alswélearned from the
same unit that no matter the flaws in the studtes,Hawthorne studies
set the stage for profound interest in the socialedsion of human
behaviour in organization. Whereas the Hawthorneliss furnished
some clues, managers needed more definitive guédafmbe two
theorists that provided the impetus for what mamageseded were
Maslow and McGregor. The two wrote extensively omtination.
Motivation refers to the force that energizes b&hay gives direction
to behaviour, and underlies the tendency to persist

You will observe from this unit that one of the mpspular theories of
human motivation was developed by Abraham H. Masiow943. His
work up to date is known as the Hierarchy of NeEdsory (see Figure
1.1)

Self-fulfillment

needs

Self-
actualization:
achieving one’s

full potential,
including creative
activities

Esteem needs:

prestige and feeling of accomplishment Psychological

needs
Belongingness and love needs:
infimate relationships, friends

Safety needs:
security, safety Basie

needs
Physiological needs:
food, water, warmth, rest

Hierarchy of Needs Theory
Fig. 2.1 Maslow's Hierarchy of Needs

Source: McLeod, S. A. (2018, May 21). Maslow's hierarcHyneeds.
Retrieved fromhttps://www.simplypsychology.org/maslow.html
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2.3.1 Maslow’s Theory

By hierarchy of needs is the content theory of waiion (developed by
Maslow) which argues that individual needs formva-fevel hierarchy.
Maslow's theory is based on four main propositions.

1. Man's needs are arranged in a hierarchy of iitapoe, ranging
from the lowest need (physiological) to safety, dofsocial),
esteem (ego), and self-actualization.

2. Man is continually wanting: consequently, adleds are never
fully satisfied. Once a particular need is satdfigs potency or
urgency of satisfaction diminishes, and anothednmeerges to
replace it. This means that man is an insatiabilegbe

3. Once a need is fairly well satisfied, it no den motivates
behaviour. Man is consequently motivated by thet regher
level of unsatisfied need. However, he can be matgw in a
reverse direction if a lower-level need is threatkn

4. The various needs are interdependent and @yénig.

It has been empirically observed that when thé jpéa need is passed,
that need ceases to be the primary motivator ot\detir. The next
need level then begins to dominate. Even when d isesatisfied, it still
influences behaviour because the needs are intemdept and
overlapping.

It has equally been observed that Maslow viewed iratividual's
motivation as a predetermined order of needs. Blogical needs are
the most imperative area, but the physiological dnder self-
actualization is highly important to each indivitlua

Now let us discus each of the five needs in theahohy of needs.

1. Physiological NeedsThese are the needs that are required for
survival, such as food, water, shelter, and séds Theans that
these needs must be satisfied in order to suaimhese needs
take precedence over other needs.

Characteristics of Physiological Needs According to Hick arid
Gullett, physiological needs have five charactesst

a. they are relatively independent of each other.

b. they can usually be identified with a specific lbea in the body —
you can identify thirst with the throat.

c. in an affluent society, these. needs are unustlérdhan typical
motivators.
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d.

e.

in order to remain satisfied, they must be met agdy within
relatively short periods of time.
they require some conscious provision for theufatsatisfaction

Safety NeedsThe needs pertain to the desire to feel safe,reecu
and free from threats of existence.

Love and belonging needsafter physiological and safety needs
have been fulfilled, the third level of human neésisocial and
involves feelings of belonging. The need for ine¥gonal
relationships motivates behaviour Examples inclércendship,
intimacy, trust, and acceptance, receiving andngivaffection
and love. Affiliating, being part of a group (fawiffriends, work).

Esteem NeedsThese are needs desired to have a positive self-
image and to have ones contributions valued andeagied by
others. These needs do not become motivators tetilower-
level needs have been reasonably satisfied. Esteeahs consist

of both self-esteem and the esteem of others.eS&em needs
include self- confidence, self respect, competeachjevement,
independence, and freedom. If these needs ar&eshtisne has a
feeling of worth, capability, strength and beingefu$ and
necessary in the society. But if frustrated, theile be a feeling

of inferiority, weakness, and helplessness.

Self-actualization NeedsThese are the needs that pertain to the
requirement of developing our capabilities and ngsg our full
potential. You should note that even if all lowew¢l needs are
satisfied, a person may experience discontent estiessness if
he is not doing what he is best suited for. Whayalo think are
the sources of self-actualization? Self-actualmatican be
satisfied through one or any combination of thelofwing:
athletics, academic, politics, the family, religiohobbies, or
business.

2.3.2 Assessment of Maslow's Work

Maslow's work has some strengths and weaknesséBislrsection, let
us learn about the weaknesses first. The theorpchnapply to healthy
people. In the advanced developed nations, phygcdb and safety
needs may not necessarily serve as motivatorsirBite poor nations
where famine and starvation are prevalent, people&ds hardly go
beyond the physiological level.

It can also be said of Maslow theory that in theamte nations, the
theory has only general, not specific, applicatibhe needs theorist's
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argument that the worker is motivated primarily inyrinsic rewards
may be faulted by classical theorists who conseney as the primary
motivator of the worker. What is your own conceptiof motivation
theory? In the theory, one may say that money tsemerything, but in
reality and practice money is still the baselin@oy human action. This
statement is reinforced by the fact that to manykers, their salary is
an indication of worth. Therefore, money is impattaot only for what
it buys, but also for what it means in judging ere2lf and others.

Based on Maslow's theory, once lower-level needs Heeen satisfied
(say at the physiological and safety levels) givimgre of the same does
not provide motivation. Individuals advance up thierarchy as each
lower-level need becomes satisfied. Thereforeyowide motivation for
a change in behaviour, the manager must direchtaite to the next
higher level of needs (in this case, love or sociakds) that seek
satisfaction.

However, there are a number of problems in relatiaglow's theory to
the work situation (McLeod, 2018).

These include the followings:

1. People do not necessarily satisfy their needgecially higher-
level needs, just through the work situation. Tisayisfy them
through other areas of their life as well. Therefahe manager
would need to have a complete understanding oflp&oprivate
and social life, not just their behaviour at work.

2. There is doubt about the time which elapsesvéemt the
satisfaction of a lower-level need and the emergeasia higher-
level need.

3. Individual differences means that people ptitferent values on
the same need. For example, some people prefertidnamight
see as the comparative safety of working in a huoesdic
organization to a more highly paid and higher stagosition, but
with less job security, in a different organization

4. Some rewards or outcomes at work satisfy mioae bne need.
Higher salary or promotion, for example, can beliagpto all
levels of the hierarchy.

5. Even for people within the same level of theraichy, the
motivating factors will not be the same. There many different
ways in which people may seek satisfaction of efcample, their
esteem needs.

6. Maslow viewed satisfaction as the main motoai outcome of
behaviour. But job satisfaction does not necessddehd to
improved work performance.
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2.3.3 A Useful Basis for Evaluation

Although Maslow did not originally intend that theeed hierarchy
should necessarily be applied to the work situativnstill remains
popular as a theory of motivation at work. Despitiéicisms and doubt
about its limitations, the theory has had a sigaift impact on
management approaches to motivation and the dedigmganizations
to meet individual needs.

1. It is a convenient framework for viewing thdfelient needs and
expectations that people have, where they are anhtbrarchy,
and the different motivators that might be appliedpeople at
different levels.

2. The work of Maslow has drawn attention to a hanof different
motivators and stimulated study and research.
3. The need hierarchy model provides a useful basethe

evaluation of motivation at work. Some critics haselated the
self-actualization need for criticism. Based on &roal studies,
Robert Dubin (1956) concluded that "work is no leng central
life interest of workers".

From this finding, you can conclude that it is eeous to assume that
all workers seek to satisfy their esteem and ssifaization needs on
the job. Today many workers view the job as a méauas end and seek
fulfillment out of the job.

Self - Assessment Exercise 1

1. Discus the characteristics of Physiological Needs.
2. Elaborate on the four main propositions uporicitviMaslow
based his theory

2.4  Douglas McGregor's Theory X and Y

In this unit, you need to know that motivation irrganization
encompasses forces both within (internal) and eateo the individual
worker.

Internal motivationrefers to the needs, wants and desires which exist
within an individual and make up his internal matien. These forces
influence him by determining his thoughts, whichtirrn lead to his
behaviour in a particular situatiofExternal motivationconsiders the
forces which exist outside an individual. Extermabtivation include
the factors controlled by the manager such ascitiext-salaries, and
job content-recognition, advancement and respditgibi
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One theory of motivation which incorporates botteinal and external
motivation is that of Douglas McGregor. In McGregoriew, external
motivation is manifested in the assumptions the agan makes
regarding the attitudes of his subordinates. Mc@Greget forth two
alternative views of the nature of man. These #reory X and theory
Y. The two theories have conflicting assumptions.

2.4.1 The Assumptions of Theory X

You will learn from this unit that theory X has && main assumptions:

1. The average human being has an inherent disfik@ork and
will avoid it if he can.
2. Because of the human characteristics of distikevork, most

people must be coerced, controlled, directed, tanea with
punishment to get them to put forth adequate etimstard the
achievement of organizational objectives.

3. The average human being prefers to be direcisthes to avoid
responsibility, has relatively little ambition, wansecurity above
all.

The other view of McGregor — theory Y has its ovas@mptions also.
2.4.2 The Assumptions of Theory Y

Theory Y assumptions are believed could lead tatgremotivation and
increased fulfillment of both individual needs amganizational goals.

The six assumptions are:

1. The expenditure of physical and mental effortwork is as
natural as play or rest.

2. External control and the threat of punishmemt ot the only
means for bringing about effort toward organizagilaobjectives.

3. Commitment to objectives is a function of teevards associated
with their achievement.

4. The average human being learns under propeditaoms, not
only to accept but to seek responsibility.

5. The capacity to exercise a relatively high degof imagination,

ingenuity and creativity in the solution of orgaatibnal
problems is widely, not narrowly distributed in ghepulation.

6. Under the conditions of modern industrial litag intellectual
potentialities of average human being are onlyiglirtutilized.

You can observe from these assumptions that thedftion of theory Y
is integration. Integration Galani and Galanaki022) is the
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establishment of an environment in which employess best achieve
their own goals by committing themselves to the aargation's
objectives.

Theory Y's emphasis on internal motivation thatesmiployees will be
motivated by self-esteem and self actualizatiordeemn the job can be
challenged. This may not always be true becausee speople are
uncomfortable with too much freedom.

2.4.3 Assessment of McGregor's Work

Although theory X and theory Y are based on po¥reenes and are an
over-simplification, they do represent identifiedhilpsophies, which
influence managerial behaviour and strategies.

Like Maslow's hierarchy, McGregor's theory X anédty Y approach
can help managers develop a broader perspectivéh@mature of
workers with them.

McGregor's theory looks too simplistic. But the dheis not a 'soft'
option. In reality, it is often difficult to achievsuccessfully. It can also
be frustrating and time-consuming and mistakesaadur.

It should be noted that theory X should not be detepy neglected.
Even when a manager has a strong belief in theaagstimptions, there
are occasions when it may be necessary or morabéeiito use theory X
approach. For instance, when the nature of theitpddf offers little
intrinsic reward or limited opportunities to sajisfigher-level needs, a
more dictatorial style of management might worktl§@gkut, 2019).

In addition, you should know that theory X approashmost useful in
emergency situations, or shortage of time demanmesise of authority
in directing actions to tasks in hand.

2.5 Relationships of the Theories of Maslow and &Gregor

This unit shows that although the theories of Masémd McGregor all
seem to approach motivation from a different perspe, the two
theories emphasize similar sets of relationshipakeTnote of the
followings:

1. Maslow views the rarely satisfied higher-leveteds as the
motivating force behind the worker. On the otherndha
McGregor approaches motivation through his theoryhch is
based on assumptions concerning the motives of ererkThis
means that the two theories are relevant to studliesxternal
motivation.
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2. The three lower-level needs in Maslow's hidrgrof needs
theory, physiological, safety and love are all tigtdy satisfied.
Consequently, they are no longer strong, drivirmgds.

3. McGregor's theory Y assumes that the employesires
satisfaction of his esteem and self-actullizaticzeds, desires
responsibility, exercises self-direction and selfiitol. Maslow's
assumption: a manager by implication is therefoee to choose
either higher-level needs, or theory Y assumpttonsaotivate his
employees.

2.6 Contributions of the Human Relations School
The major contributions of the human relations apph are that it:

(&) Was the first to recognize explicitly the r@ed importance of
interpersonal relations in group behaviour at work.

(b)  Critically re-examined the relationship beémethe wages and
motivation.

(c) Questioned the presumption that society ct$ a horde of
mercenary individuals each attempting selfish txim&e their
personal self-interest.

(d)  Showed how social and technical systems igitze.

(e) Highlighted links between job satisfaction gandductivity.

2.6.1 Criticisms of the Human Relations Approach

The human relations approach has been attackedtsfoseemingly
unrealistic altruism.

Organizational needs and objectives can vary enosiyalepending on

current environmental circumstances. Against bamkgus of fierce

commercial competition, ideological concerns forspaal development
and individual human rights (laudable objectivestliemselves) can
appear naive and implausible. In particular, thsterce of conflicts of

interest in industry has to be recognized. It i mecessarily the case
that employees will feel they should pull togetreer a team. Other
criticisms are that the approach:

1. Underestimates the effects of organizatiorstlucture on
individual behaviour.

2. Views organizations as closed systems andrégn@olitical,
economic and other environmental forces.

3. Does not explain the influence of labour msimn employee

attitude and
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behaviour.

4. Overestimates the motivation, the desire ttigpate in decision
making and the occupational self-awareness of neamyloyees.
Not everyone wants to exercise initiative or totoointheir work.
Indeed, many people have little idea of what' thetyially expect
or desire from the employment experience and thekoame
directions imposed by a higher level of authority.

5. Focused attention on the influence of smalbugs while
neglecting the effects of the wider social struesuwithin which
groups are embedded.

Note also that the empirical studies such as Joh(@il8) and McLeod
(2018) upon which many of the conclusions of hunratations
approach are based involved small numbers of sisbyelto themselves
represented a particular culture at a particulstohical moment. Social
environments and perspectives have altered ragioalr the last half
century and continue to change rapidly.

Self - Assessment Exercise 2
1. Contrast Maslow's and McGregor's works on méibva
2.Explain the contributions of the human relatisnkool

0
M 2.7 Summary

In this unit we have examined the human relatiorm/ement as a
management perspective. The unit shows that maiivas a complex
problem in organizations because the needs, wanatslesires of each
worker differ. They differ because each worker isique in his

biological and physiological make up and his leagrexperiences.

You also learned from the unit that motivation da@ internal or
external. Internal motivation originates within tirelividual and this
can be explained by Maslow's hierarchy of need®rtheExternal
motivation builds on internal motivation and dependn the
motivational assumptions and techniques used byntreager. They are
explained by McGregor's theory.

In this unit you also learned the hierarchy of reettttory of Maslow —
physiological needs, safety needs, love needsemesteeeds and self-
actualization needs. The two theories of McGregdresty X and

theory Y are also treated in this unit. You wiltodlect that McGregor's
theories echoed Maslow's ideas about self-actuiliza
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You have also known from this unit that the humealations approach
recognized the importance of the informal orgamaratwhich will
always be present within the formal structure. Thigormal
organization influences the motivation of employees

Finally, this unit has shown that people go to wdd satisfy a
complexity of needs and not simply for the monetamard. The human
relations writers emphasized the importance ofafuer social needs of
individuals and gave recognition to work organizgatiand the
importance of the groups and group values and nanmsfluencing

individual work behaviour
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2.9

Possible answers to Self - Assessment Exercise

Answers to SAE 1

(@)

a.
b.

(b)

4.

Discus the characteristics of Physiological Needs

they are relatively independent of each other.

they can usually be identified with a specific lbea in the body —
you can identify thirst with the throat.

in an affluent society, these.needs are unusubkrahan typical
motivators.

in order to remain satisfied, they must be met aggady within
relatively short periods of time.

they require some conscious provision for theufatsatisfaction

Elaborate on the four main propositions upon wich Maslow
based his theory.

Man's needs are arranged in a hierarchy of itapoe, ranging
from the lowest need (physiological) to safety, dofsocial),

esteem (ego), and self-actualization.

Man is continually wanting: consequently, adleds are never
fully satisfied. Once a particular need is satdfigs potency or
urgency of satisfaction diminishes, and anothednmeerges to
replace it. This means that man is an insatiabiegbe

Once a need is fairly well satisfied, it no den motivates
behaviour. Man is consequently motivated by thet regher

level of unsatisfied need. However, he can be matgw in a

reverse direction if a lower-level need is threatkn

The various needs are interdependent and @ypénig.

Answers to SAE 2

(@)
1.

Contrast Maslow's and McGregor's works on motivaion.

Maslow views the rarely satisfied higher-leveteds as the
motivating force behind the worker. On the otherndha
McGregor approaches motivation through his theoryhch is
based on assumptions concerning the motives of ererkThis
means that the two theories are relevant to studliesxternal
motivation.

The three lower-level needs in Maslow's hidrgrof needs
theory, physiological, safety and love are all tigtdy satisfied.
Consequently, they are no longer strong, drivirmgds.
McGregor's theory Y assumes that the emplogesires
satisfaction of his esteem and self-actullizaticzeds, desires
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responsibility, exercises self-direction and selfittol. Maslow's
assumption: a manager by implication is therefoee to choose
either higher-level needs, or theory Y assumpttonsotivate his
employees.

(b) Contributions of the Human Relations School
The major contributions of the human relations apph are that it:

(&) Was the first to recognize explicitly the r@ed importance of
interpersonal relations in group behaviour at work.

(b)  Critically re-examined the relationship beémethe wages and
motivation.

(c) Questioned the presumption that society ct$ a horde of
mercenary individuals each attempting selfish txim&e their
personal self-interest.

(d)  Showed how social and technical systems igitze.

(e) Highlighted links between job satisfaction gndductivity.
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Unit 3 The Behavioural Science Approach
Unit Structure

3.1 Introduction
3.2 Learning Outcomes (LOS)
3.3  Scientific Research Approach
3.3.1 The Motivation Aspect of Goal Setting
3.3.2 Five major characteristics of a Goal
3.3.3 Other Process Components
3.4  Organizational Behaviour
3.4.1 Behavioural Science Approach: An Evaluation
3.5 Summary
3.6  References/Further Readings/Web Resources
3.7 Possible Answers to Self-Assessment Exercise(s)

3.1 Introduction

The Behavioural Science approach which is the fafumit twelve, is

the last of the four strands of the behavioural ag@ment movement.
You will recollect that the preceding units disee$sthe other three
strands of behavioural movement: the early behaigbtepresented by
Munsterberg and Follete, the Hawthorne studiesessgrted by Mayo
and his colleagues, and the human relations moverepresented by
Maslow and McGregor.

The present unit introduces you to the behavioacénce approach.
This is an approach that emphasizes scientificarebeas the basis for
developing theories about human behaviour in omgdioins that can be
used to establish practical guideline for managers.

You will recollect that the behavioural school exexl partly because the
classical approach did not achieve sufficient potidm efficiency and
workplace harmony. The human relations theory youl walso
remember grew out of the various studies conduttgdvayo and
others at the Western Electric Company.

We also learned earlier in Unit ten about the @sths of the human
relations school — that it was based on sciengifitience and that the
ideas were more theoretical than practical. Thi te the birth of
another movement — the behavioural science movemdnth is the
subject matter of this unit twelve.

In this unit, you will learn about the role of mgdtion in management.

You will also learn about organizational behavioRemember that in
Unit eleven, we discussed the contributions of ashnd McGregor to
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the development of the human relations approachsldawa and
McGregor you will further remember succeeded inwshg that there
was an alternative to the classical school's ratiemonomic perspective
of workers. Maslow and McGregor proved that workesmsre social
beings, who had a variety of 'needs to be met endh. Despite their
contributions to management theory, their views st at best be
considered to be very general and simplistic.

For instance, their views left managers uncertdioua the specific
actions that they should take and the implicatiohsuch actions. This
led to the birth of a more complex view of the waituation, properly
handled by the behavioural science perspective.

The theories of the behavioural school can be tsedtablish practical
guidelines for managers.

You will learn from this unit also how the behawalscience research
drew the findings from a variety of disciplines luding management,
psychology, sociology, anthropology and economics.

It will also be discovered in this unit that thetimlate aim of the

behavioural science approach is to develop thedhi@smanagers can
use as guides in assessing various situations auding the

appropriate actions.

In this unit, we will also explain the useful outces of behavioural
science research which is that individuals perfobatter with
challenging, but attainable goals than they do authgoals. You will
also gain from the research of Edwin A. Locke affters in this unit,
that goal setting leads to better performance.

In this unit you will observe that the behaviousaientists brought two
new dimensions to the study of management and @a@gons. These
two new dimension are well documented by Stoneeeian, and
Gilbert (2000). One, the behavioural scientistsaaxded on even more
sophisticated view of human beings and their drives did Mayo and
his group.

You will remember that Maslow and McGregor wrotgemsively about
"self-actualizing” people. Two, behavioural scietgi applied the
methods of scientific investigation to the studyhoiv people behaved
in organizations as whole entities. This is weltdmented in the work
of March and Simon.
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3.2 Learning Outcomes (LOS)

By the end of this unit, you will be able to:

o explain the scientific research approach to managém

. discuss the role of motivation in management

. describe the contribution of March and Simon to dwabural
science approach

o explain organizational behaviour.

3.3  The Scientific Research Approach
The role of Motivation in Management

You will recall that in Unit eleven, we defined mattion as the force
that energizes behaviour, gives direction to behavand underlies the
tendency to persist.

In this section, the first thing you should be fetted in knowing is
"why should managers motivate".

The answer to this question is not far fetched.r&leee generally three
main reasons why managers should know about mmiivathese are:

1. Managers must understand individual's motivesrder to know
how to get them to join the organization.

2. Managers must know how to motivate employeesayg with the
organization. For instance, managers must see jtist and
working conditions allow employees to meet theidividual
needs.

3. Managers must motivate because motivation hegetwith
ability, training and correct job placement, caad to employee
performance.

3.3.1 The Motivation Aspect of Goal Setting

What is your understanding of a goal? Before yoswean this question,
think:

1. Of a goal you recently set for yourself; and
2. Of your organizational goal for the currentryea

A goal can be defined as a future target or endltrésat an organization
wishes to achieve. There are times when some memnage the terms
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goal and objective interchangeable. There is ngthirong in this
usage, although some writers use "Objective" terr&d more narrow
target and shorter time frames.

In this unit, you will learn that a goal cannotdehieved without a plan.
While a goal is a future end result that an orgation wants to achieve,
a plan can be defined as the means devised fantitey to reach a
goal.

Another interesting concept you need to know is #&ction of this unit
is organizational mission-Organizational missioraisroad declaration
of the basic, unique purpose and scope of opesativat distinguishes
the organization from others of its type. Accordity Laura Hahs

(1988), a mission statement serves different p@pder shareholders in
an organization. For managers, it can be benchragainst which to

evaluate success. For employees, it may definenamom purpose,

nature of organizational loyalty, and foster a semfiscommunity among
workers. For external parties- investors, goverrnalesgencies, and the
public at large, the statement helps provide unimqmeght into the

organization's value and future direction.

In the next few minutes, you will learn in this tiabout the benefits of
setting goals. Edwin, A. Locke and Gary P. Lath288d) explained
four benefits of goals setting:

1. goals can increase performanceResearch finding shown that
when challenging goals are set, increase perforsm&equently
range from 10 to 25%, and at times higher.

2. goals help clarify expectationWhen goals are set, organization
members usually have a clear idea of the majoroouws that
they are expected to achieve. Without goals, thenbbees lack
direction.

3. goals facilitate the controlling function because they provide
benchmarks against which progress can be assessdtat
corrective action can be taken as needed.

4. goals increase motivation.Meeting goals, feeling a sense of
accomplishment, and receiving recognition and otbesards for
reaching targeted outcomes all serve to enhanceation.

We have come to the last part of this section wlieeeissue of how

goals facilitate performance is discussed. Ourreffere is concentrated
on the following things: a model of goal settingeahy - goal core
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properties, goal moderators and goal mediatorss iBhshown in Figure
3.1

Goal Core Properties:
® Specificity

® Challenge

Goal Moderators:

® Ability

® Feedback o\ ®Performance [ Lead tc Better
i @ motivatior performanc
® Goal Commitment

® Situational resources
® Self- efficacy

® Task complexity
Goal Mediators:

® Choice/direction
® Effort

® Persistence

® strategies

Fig: 3.1: How Goals Facilitate Performance
Source: (Adapted from Locke and Latham, 2002)

You will learn in this unit that goals are effe@ivn channeling effort
toward achievement have a content that reflectse fiinajor
characteristics: challenging, attainable, speaind measurable, time-
limited, and relevant.

3.3.2 Five major characteristics of a Goal

(1) Challenging Challenging and difficult goals lead to higher
performance.

(i)  Attainable In addition to being challenging, a goal must be
attainable. Attainable goal is more likely to prameustained
performance over a period of time rather than corly doing
the impossible.

(i)  Specific and MeasurableTo be effective, goals need to be
specific and measurable so that workers clearlyetstdnd what
is expected and know when the goal has been achieve

(iv)  Time-Limited There should be a defined period of time within
which a goal must be accomplished.

125



BUS 839 MANAGEMENT THEORY

(v) Relevant Goals are more likely to elicit support when treag
clearly relevant to the major work of the orgatima and the
particular department.

Goal CommitmentsGoal commitment refers to one's attachment to, or
determination to reach a goal. You will learn instbnit that without
commitment, setting specific, challenging goalsl \Wwave little impact

on performance. Managers can foster commitment to itapd
organizational goals in the followingays: supervisorauthority, peer
and group pressure, public displacing of commitmenpectations of
successincentives and rewards, and participation:

(1) Supervisory Authority Individuals and groups are more likely to
commit themselves to a goal when the goal and nsafaw it are
explained by a person with supervisory authorigyally a boss.
The explanation and instruction will be more effestwith a
supportive rather than an authoritative supervisor.

(i)  Peer and Group PressurePressure from peers and work group
members can enhance goal commitment when one'dsetice
channeled in the same direction. You will recoll¢icat the
Hawthorne studies discussed earlier also mentigoedething
about the influence of work groups on job perforoen

(i) Public Display Commitment to difficult goals is higher when the
commitment is public (made in front of others) thahen it is
private.

(iv) Expectations of Succes$0al commitment is more likely when
individuals or groups perceive that they have legpectations of
success. This means that individuals tend to becconamitted
when they believe that they have a good chancesdbpning
well on the tasks involved in reaching the goal.

(v)  Incentives and RewardsThough some incentives such as money
may be tangible, while some such as challengeejabh may be
intangible, the fact still remains that goal conment is also
enhanced by incentives and rewards.

(vi) Participation: The last factor under goal commitment to be
discussed here is participation.

Having individuals participate in the goal-settipgocess can be an
effective means of fostering commitment.

Participation can be particularly helpful in devslmy plans for
implementing goals. Work Behaviour Goal content amgdal
commitment affect an individual's actual work bebav by influencing
four factors: direction, effort, persistence ananpling.
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Direction: Goals are known to provide direction by counsglli
attention and action toward activities relateddals, rather than toward
other activities.

Effort: Individuals are likely to put forth more effort wh goals are
difficult than when they are easy.

Persistence Persistence involves maintaining direction anfibréefon
behalf of a goal until it is reached.

Planning: Individuals who have committed themselves to exhg
difficult goals are likely to develop plans or medis that can be used to
attain those goals.

3.3.3 Other Process Components

You will learn in this unit that in addition to go&ontent, goal
commitment and goal behaviour, there are other compts that may
influence performance. These are job knowledgeadildy, complexity

of the task, situational constraints and knowleoligessults.

Job knowledge and ability These may affect an individual's work

behaviour and prospects for reaching goals evemyvihere is strong

commitment.

[ Complexity of the task: This may affect the dsgto which goal
— directed work behaviour influence job performance

ii Situational constraints: Availability of prop&vols, materials and
equipment is important for achieving difficult geal

iii Knowledge of result (feedback): Feedback abjmogress toward
goals is an influential factor in the effectivene$goals.

Self - Assessment Exercise 1
1. Discus why managers must motivate employees
2. What are the five major characteristics of a'goa

3.4  Organizational Behaviour

You will remember that in the introduction to theity we said that you
will also learn about organizational behaviour. éating to Luthans
(1992), Organizational behaviour involves the ustierding, prediction
and control of human behaviour and the factorsclwimterfere with the
performance of people as members of an organization

It is natural to ask the question-why do you havéearn organizational
behaviour under management theory? The answem@esi and that is,
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that there is close relationship between orgammati behaviour and
management theory and practice. In fact, theretiares when some
writers use the terms organizational behaviour amghagement as
synonyms. This is however too simplistic becauserethare many
broader facts to management. In the words of Msllli{1994),

"Organizational behaviour does not encompass theolevhof

management: it is more accurately described in trerower

interpretation of providing a behavioural approaohmanagement”.
And if you have not forgotten, our attention in tlast four units have
been concentrated on the behavioural viewpointaiagement.

In all, the study of organizational behaviour endesaan understanding
of:

1. The behaviour of people.

2. The process of management.

3. The organization context in which the proceksnanagement
takes places.

4. Organizational processes and the executionoof.w

5. Interactions with the external environment ofhieh the

organization is a part.
3.4.1 Behavioural Science Approach: An Evaluation

In this last section of this Unit twelve, you widlarn about the relevance
of behavioural science.

You will also still recollect earlier in this unihat we said something
about the social science disciplines that contebduto behavioural
science - economics, political science, sociologgthropology and
psychology. Note however that of all these soaarsce disciplines, the
contribution of relevant aspects of psychology, iclogy and
anthropology did contribute to our understandingthed behaviour of
people in work organizations, and underpin thedfief organizational
behaviour.

Behavioural science is relevant because it attentptsstructure
organizations in order to secure the optimum waykenvironment.
Specifically, organizational behaviour is concermath reconciling the
needs of the organization for the contribution @xmum productivity
with the needs of individuals and the realizatibtheir potential.

Self - Assessment Exercise 2
1. Define organizational behaviour.
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0,
M 35 Summary

In this unit, you have learnt how the behaviourailesce approach
developed as an improvement over the classical a@olclassical
theories of management. You also have observed tingsrunit that the
behavioural science approach has brought two neverions on the
study of management and organizations. You wilbHect that one of
the two new dimensions relate to the more advasogtiisticated view
of human beings and the drives it brought to mamage perspective.
The second dimension you will also recollect reddte the application
of the scientific methods of investigations to humbehaviour in
organization.

You have also learned from this unit that the behaal science
approach relied on perspectives from the socianges, particularly
psychology, sociology and anthropology.

This unit also explained the role of motivation nmanagement. The
motivational aspects of goal settings are also i&ue
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I&BJ Possible answers to Self - Assessment Exercise
Answers to SAE 1
(@) Discus why managers must motivate employees

The answer to this question is not far fetched.r&leee generally three
main reasons why managers should know about mmiivathese are:

1. Managers must understand individual's motivesrder to know
how to get them to join the organization.
2. Managers must know how to motivate employeesayg with the

organization. For instance, managers must see jtiet and
working conditions allow employees to meet theidiwdual
needs.

3. Managers must motivate because motivation hegetwith
ability, training and correct job placement, caadidéo employee
performance.

(b) Five major characteristics of a Goal

(1) Challenging Challenging and difficult goals lead to higher
performance.

(i)  Attainable In addition to being challenging, a goal must be
attainable. Attainable goal is more likely to prameustained
performance over a period of time rather than coraly doing
the impossible.

(i)  Specific and MeasurableTo be effective, goals need to be
specific and measurable so that workers clearlyetstdnd what
is expected and know when the goal has been achieve

(iv)  Time-Limited There should be a defined period of time within
which a goal must be accomplished.

(v) Relevant Goals are more likely to elicit support when traeg
clearly relevant to the major work of the organmatand the
particular department.

Answers to SAE 2
Organizational Behaviour
Organizational behaviour involves the understandimgediction and

control of human behaviour and the factors, whicterfere with the
performance of people as members of an organization
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There is close relationship between organizatiobahaviour and
management theory and practice. In fact, theretiares when some
writers use the terms organizational behaviour amghagement as
synonyms. This is however too simplistic becauserethare many
broader facts to management. Organizational bebavioes not
encompass the whole of management: it is more ateyrdescribed in
the narrower interpretation of providing a behavauapproach to
management.

In all, the study of organizational behaviour endesaan understanding
of:

1. The behaviour of people.

2. The process of management.

3. The organization context in which the proceksnanagement
takes places.

4. Organizational processes and the executioroof.w

5. Interactions with the external environment ofhieh the

organization is a part.
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Module 4  Modern Theories of Management
Unit 1 Operations Research - Management Science
Unit Structure

1.1  Introduction

1.2  Learning Outcomes (LOSs)

1.3  Origin and Development of Operations Research
1.4  Nature and Meaning of Operations Research

1.5 Technique’s and Characteristics of Operati®esearch
1.6  Operations Research as a Tool in Decision-iMgki
1.7 Models and Classification of Operations Regedodels
1.8 Properties, Phases and Advantages of a Model

1.9 General Limitations of Operations Research

1.10 Summary

1.11 References/Further Readings/Web Resources

1.12 Possible Answers to Self-Assessment Exergise(s

@1.1 Introduction

In this module 4, unit 1, we are going to study lslgement Science,
also known as Operations Research. The conceperatons research
is not entirely new to most people, however, isvgh, its usefulness as
a tool, its advantages and the limitations arekmmiwn to everybody.

This unit will cover all these areas. In additianthe above, you will

also learn in these unit relevant things like tlaure, techniques and
features of operations research as well as theepiep and different
phases of operations research are explained istindy.

@1.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

explain the growth of operations research

discus the nature, features and techniques of bpesaesearch
classify the models of operations research

describe the advantages and limitations of operatresearch.
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Origin and Development of Operations Research
(O.R)

The term, Operations Research, was first coinetb#0 by McCloskey
and Trefethen Bawdsey of the United Kingdom. Thas/rscience came
into existence in the military context. How didshiappen? This should
be the next question agitating your mind. Accordingkanti, Gupta,
and Moham (1981), during the World War II, militarganagement
called on scientists from various disciplines andamized them into
teams to assist in solving strategic and tacticablems. Put in another
way, they were invited to discuss, evolve and saggays and means
to improve the execution of various military prdgecBy their joint
efforts, experience and deliberations, they came with certain
approaches that showed remarkable progress. Thisapproach to
systematic and scientifically study the operatiaisthe system was
called the operations research or operational relsghenceforth called
O.R. in this unit)

At the end of the War, De Witte and Lopez-Torre81@), the success
of military teams attracted the attention of indiastmanagers who were
seeking solutions to their complex executive - typeblems. In the
1950s, around the time the classical theory emer@eR. achieved
recognition as a subject worthy of academic studyhie universities.
Since then, the subject has been gaining ground sfadents of
Economics, Management, Public Administration, Betxanal Sciences,
Social Work, Mathematics, Commerce and Engineering.

1.4  Nature and Meaning of O.R.

In this section of the unit, attempt is made folsnsd define O.R. You
will also learn about the nature and what O.R. dodRis section.

Now that you have learned about the origin and ldgweent of O.R.,
you need to go a bit further to know about its vatece to other new
sciences.

Operation, ordinarily can be defined as some actiat we apply to
some problems or hypotheses. The word 'researcla systematic
inquiry to describe, explain, predict and contrdiet observed
phenomenon.

One thing you should realize is that O.R. is veiffiadilt to define

because of the simple fact that its boundariesarelearly marked. For
instance, it has been variously described as tleernse of use”,

"quantitative common sense", "scientific approashdécision-making
problems" among others.
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We will rely on two definitions provided by two wers in this unit:

1. Morse, and Kinball define O.R. as "a scientifitethod of
providing executive departments with a quantitatbesis for
decisions under their control.

2. Bartol and Martin (1994) define O.R. as an apph aimed at
increasing decision effectiveness through the dis®phisticated
mathematical models and statistical methods.

To better understand the concept, it would be béttee add a third
definition by Churchman, Ackoff and Arnoff- who fdee O.R. as "the
application of science methods, techniques andls/té@ problems
involving the operations of a system so as to gi®whose in control of
the system with optimum solutions to the problem.

1.4.1 The Scope of O.R

Operation Research is primarily concerned with thehniques of
applying scientific knowledge, besides the develeptnof science. It
provided an understanding, which gives the expariager new insights
and capabilities to determine better solutions i decision-making
problems, with great speed, competence and cord&en

Listed are five major areas of research that haveqa amenable to the
particular techniques of O.R:

1. O.R. is useful to the directing authority incadiéng optimum
allocation of various limited resources such as ,nmeachines,
material, time, money, etc for achieving the optimgoal.

2. O. R. is useful to production specialist in:

(1) designing, selecting and locating sites ;

(i)  determining the number and size;

(i)  scheduling and sequencing the production runs bypepr
allocation of machines; and

(iv) calculating the optimum product mix.

3. O.R. is wuseful to the Marketing Manager (executivia)
determining:

(1) how to buy, how often to buy, when to buy amldat to buy at the
minimum possible cost;

(i)  distribution points to sell the products amide choice of the
customers;

(i) minimum per unit sale price;

(iv) the customer's preference relating to thee,scolour, packaging,
etc, for various products and the size of the stiockneet the
future demand; and
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(v)  the choice of different media of advertising.

4. O. R. is useful to the Personnel Administratdinding out:
(1) skilled persons at a minimum cost; and
(i)  the optimum manner of sequencing personnel variety of jobs.

5. O.R. is useful to the Financial Controller to:

(1) find out a profit plan for the company;

(i)  determine the optimum replacement policies] a

(i)  find out the long-range capital requiremeiats well as the ways
and means to generate these requirements.

1.5 Techniques and Characteristics of O.R.

The two major things you need to know in this secttare: the
techniques of O.R and the features of O.R. Let tast svith the

techniques. It is difficult to enumerate all theadable techniques of
O.R under a common classification. For this couksew that some of
the commonly accepted well-defined problems of ©@aR be classified
as follows:

. Allocation problems

. Competitive problems

. Waiting line problems

. Sequencing problems

. Routine problems

. Inventory problems

. Replacement problems

~No ok~ wWNRE

All these problems find a prominent place in thbjsat frame of O.R.
and the tools for solving these problems are referto as the
Techniques of O.R.

1.6 Features of O.R

O.R. has five salient features. These are listémbe

1. O.R. is the inter-disciplinary team approachfitmling out the
optimum return.

2. O.R. uses techniques of scientific researcartive at optimum
solution.

3. O.R. emphasizes on the overall approach tsystems, that is,
all the aspects of the problem under consideration.

4. O.R. tries to optimize the total output by nmaiing the loss or
cost.
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5. O.R. gives only bad answers to the problemsrevi®rse could
be given, that is, it cannot give perfect answerthe problems.
Thus, O.R. improves only the quality of the solatio

1.7 Operations Research as a Tool in Decision-Misk)

Having known what is meant by OR, the techniquekfaatures, let us
move forward in this unit by learning something abtine tools. O.R is
a tool employed to increase the effectiveness afagerial decisions as
an objective supplement to the subject feelindghefdecision-maker.

OR, for instance, may suggest the best locations dgencies,

warehouses, as well as the most economical kitchon§portation in the
distribution or allocation areas. In marketing are®.R. may aid in
indicating the most profitable types, use and sdfe advertising

campaigns, in regard to available financial linmt.addition, O.R. may
suggest alternative courses of action when a pmoldeanalyzed and a
solution is attempted.

In all, know that O.R. may be regarded as a toak thnables the
decision-maker to be objective in choosing an a#gve.

1.8 Models and Classification of O.R. Models

What is your understanding of a model? The Longi@antemporary

English Dictionary simply described a model thus:wear clothes in
order to show them to possible buyers. In this esagodel means
representation, copy pattern or example. In OR,abdi Wu (2018.) see
a model as simplified representation of an openato a process in
which the basic aspects or the most important featwf a typical

problem under investigation are considered. Theigeseveral models
in each area of business, or industrial activityatcounting, a model is
a typical budget in which business accounts aerned to the intention
of providing measurement such as rate of experggeamtity sold. In

mathematics, an equation may be taken as a modehktién as you

know shows a relationship between constants andbles.

1.8.1 Classification of O.R Models

To classify O.R. models may be somehow difficulowéver, several
types of O.R. models may be distinguished as falow

1. Iconic (physicgl models -are pictorial representation of systems and
have the appearance of the real thing. They aldedcdconic’
because they 'look-alike' items to understand ameérpret.
Examples are: a child's toy, a photograph. Icorocets are easy
to observe, build and describe, but are difficaltrtanipulate and
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not very useful for the purpose of prediction. Tlaeg static in
nature:

Analogue Models These are more abstract, because there is no
look-alike' correspondence between those modelgeal items.
They are built by utilizing one set of properties riepresent
another set of properties. An example is a netwairkpipes
through which water is runs. It could be used gzagllel of
understanding the distribution of electric currer®aphs and
maps are various analogue models, in which diffei@iors
correspond to different characteristics.

Mathematical (symbolic) modelsThese are most abstract in
nature. They employ a set of mathematical symhmiepresent
the components (and relationships between themthefreal
system.

In addition to the above, are other types of maodEtgse other ones are
briefly discussed below:

(@)

(b)

(c)

(d)

Combined analogue and mathematical modelgjood example

is simulation model. This type is commonly used tne
managers to 'simulate’ their decisions by studyiregactivity of

the firm summarized in a scaled — down period.

Function modelsModels are sometimes grouped according to
the functions performed. A function can for exammerve to
acquaint the analyst with such thing as a bluepointayouts,
tables, a schedule indicating a sequence of opesati

Quantitative models They are models that can measure the
observations. Examples are a unit of measuremeriergjth,
values, degree of temperature.

Qualitative modelsThey are those that can be classified by the
subjective description.

Examples are the "economic models" and the "busimexsiels".

Self - Assessment Exercise 1

1. Briefly describe the growth of O.R.
2. Explain the main O.R. tools used in decision-imgk
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1.8.2 Properties, Phases and Advantages of a Mdde

Let us spend the next few minutes to discuss thpeasties, phases and
advantages of a model.

(a) Properties;
The four main properties of a model are listed welo

1. A good model should be capable of taking intcoant new
formulation without having significant change is ftame.

2. Assumptions made in the model should be asl smalossible.

3. It should be simple and coherent. Number ofiades used
should be less.

4. It should be open to parametric type of treatisie

(b)  Advantages of a Model

Let us also take time to consider the advantagesnoddel.

(@) The problem under consideration becomes citettite through a
model.

(b) A model provides some logical and systemapipreach to the
problem.

(c) A model indicates the limitations and scopawfactivity.

(d)  They help in incorporating useful tools thatmahate duplication
of methods applied to solving any specific prohlem
(e)  They help in finding avenues for new reseancti improvement

in a system.
(c) Phases of Operations Research

You should know that the construction of an appeiprmodel involves
only one phase of the application of O.R. Howetleg, basic pattern of
the application of O.R. to a problem can be dividew six (See Fig.
3.1)

Formulating || Constructin¢ | Deriving the | Updating Controlling Controlling
the problem || the model sol_u»’uon thgmodel th_e»solunon the_selunon

Fig 1.1: Phases of O. R
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Let us briefly discuss the six phases:

1. Formulating the problem - this involves devéhgpa statement
of the problem elements that includes the contotdlddecision)
variables, the uncontrollable parameters and thecties for
defining a good solution.

2. Constructing the model- which deals with th@ica of proper
data inputs and the design of the appropriate mé&dion output
is the second phase of the investigation.

3. Deriving the solution - the solution deals withathematical
calculations for obtaining the solution to the mlodesolution of
the model means those values of the decision Jagathat
optimizes one of the objectives and gives permlisdigvels of
performance on any other of the objectives.

4. Updating the model - The fourth phase of thelstinvolves
checking the validity of the model used - A validdel is the
one that gives a reliable prediction of the systgmerformance.

5. Controlling the solution - This is the fifth gée of the study. It
establishes control over the solution by propediieek of the
information on variables, which deviated signifilgnAs soon
as a controlled variable or some variables chamngafisantly,
the solution goes out of control. This calls foe thodification of
the model.

6. Implementing the finding-This is the final pkasf the study. It
deals with the implementation of the tested resniithe model.
This phase is executed mainly through the co-operaif both
the O.R. experts and those who are responsiblm&maging and
operating the system.

Self - Assessment Exercise 2
1. Briefly discuss the six phases of Operations Rebea
2. List the advantages of Operations Research.

)
Ml.Q Summary

You have learned in this unit about O.R. as a sire& quantitative
theory of management. You have learned about wsvily, which is
usually linked to the World War 11 in Britain thdater America. The
unit also explained the five major areas of rededhat have proved
amenable to the particular techniques of O.R. Thase directing
authority, production specialist, marketing nager, personnel
administrator and financial controller. The memisd demerits of O.R
are also treated in this unit.
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|ﬂ1.1l Possible answers to Self - Assessment Exercise
Answers to SAES 1
1. Briefly describe the growth of O.R.

The term, Operations Research, was first coinetb#0 by McCloskey
and Trefethen Bawdsey of the United Kingdom. Thes/rscience came
into existence in the military context. During ¥&rld War 11, military
management called on scientists from various disep and organized
them into teams to assist in solving strategic &@utical problems. Put
in another way, they were invited to discuss, esadnd suggest ways
and means to improve the execution of various amylitprojects. By
their joint efforts, experience and deliberatioisey came up with
certain approaches that showed remarkable progressnew approach
to systematic and scientifically study the operagiof the system was
called the operations research or operational relsghenceforth called
0.R)

2. Explain the main O.R. tools used in decision-mahg.

At the end of the War the success of military teamtisacted the
attention of industrial managers who were seekiolyt®ns to their
complex executive — type problems. In the 1950sumd the time the
classical theory emerged, O. R achieved recogné®a subject worthy
of academic study in the universities. Since thbne, subject has been
gaining ground for students of Economics, Managemdtublic
Administration, Behavioural Sciences, Social Woiklathematics,
Commerce and Engineering.

O.R is a tool employed to increase the effectivenes managerial
decisions as an objective supplement to the sulpsling of the
decision-maker.

OR, for instance, may suggest the best locations dgencies,

warehouses, as well as the most economical kitchon§portation in the
distribution or allocation areas. In marketing are®.R. may aid in
indicating the most profitable types, use and sofe advertising

campaigns, in regard to available financial linmt.addition, O.R. may
suggest alternative courses of action when a pmoldeanalyzed and a
solution is attempted. In all, know that O.R. mayregarded as a tool
that enables the decision-maker to be objectiveclmosing an

alternative.
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Answers to SAE 2

(@)
1.

Briefly discuss the six phases of Operations Rese&dr

Formulating the problem - this involves devéhgpa statement
of the problem elements that includes the contotdlddecision)
variables, the uncontrollable parameters and thecties for
defining a good solution.

Constructing the model- which deals with theica of proper
data inputs and the design of the appropriate mmé&dion output
is the second phase of the investigation.

Deriving the solution - the solution deals withathematical
calculations for obtaining the solution to the mlodesolution of
the model means those values of the decision Jagathat
optimizes one of the objectives and gives permlisdigvels of
performance on any other of the objectives.

Updating the model - The fourth phase of thelstinvolves
checking the validity of the model used - A validdel is the
one that gives a reliable prediction of the systgmerformance.

Controlling the solution - This is the fifth gée of the study. It
establishes control over the solution by propediieek of the
information on variables, which deviated signifilgnAs soon
as a controlled variable or some variables chamngafisantly,
the solution goes out of control. This calls foe thodification of
the model.

Implementing the finding-This is the final pkasf the study. It
deals with the implementation of the tested resniithe model.
This phase is executed mainly through the co-operaif both
the O.R. experts and those who are responsiblm&maging and
operating the system.

(b) Advantages of a Model

Let us also take time to consider the advantagesnoddel.

(@)
(b)
(c)

The problem under consideration becomes ciatie through a
model.

A model provides some logical and systemapipraach to the
problem.

A model indicates the limitations and scopaifactivity.
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(d)  They help in incorporating useful tools thatmahate duplication
of methods applied to solving any specific prohlem

(e)  They help in finding avenues for new reseaucti improvement
in a system.
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Unit 2 Management Information Systems
Unit Structure

2.1 Introduction
2.2 Learning Outcomes (LOSs)
2.3 Management Information Systems: An overview
2.3.1 The nature of Information Systems
2.3.2 A System's View of Information Processing
2.3.3 Computer Component of Information Systems
2.3. 4 Characteristics of Useful Information
2.4  Types of Information System
2.4.1 Transaction - processing system
2.4.2 Office Automation System
2.5 Management Information Systems
2.6  Developing Computer—based Information Systems
2.6.1 The systems Development Life Cycle
2.6.2 Alternative means of system development
2.7 Impacts of Information Technology on Orgatiaas
2.7.1 Organization Structure
2.7.2 Individual Jobs
2.7.3 Organizational Risks
2.8  Assessing the Quantitative Management Peirgpec
2.9 Summary
2.10 References/Further Readings/Web Resources
2.11 Possible Answers to Self-Assessment Exergise(s

2.1 Introduction

Before you start reading this unit, can you spam@raute to answer this
qguestion. How far have you been enjoying this ceurManagement
Theory?Right, if you have been so doing, let us go totUdinow.

You have now come to the last strand of the quetihté management
perspective —

Management Information Systems (M.1.).this unit, you will learn
about the following: what management informatiostesn is about, the
peculiar nature of information systems, charadiess of useful
information which include: relevance, accuracy, diyn completeness
and concise. This unit will also introduce you ke tvarious types of
information systems: transaction — processing 8ysie office
automation systems, and management informatioemsgstFinally, you
will learn in this unit about ways to develop cortgruibased information
systems. A brief assessment of the quantitativeagement perspective
is also undertaken in this unit.
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2.2  Learning Outcomes (LOS)
By the end of this unit, you should be able to:

explain management information systems

discus the nature of information systems

describe the various types of information systems
explain how to develop computer-based informatigstesns
analyze the impact of information systems on orzgtions.

2.3 Management Information Systems: An Overview

In this unit, management information systems amgaxed as the last
strand of the quantitative management viewpointisita viewpoint

accepted by most modem managers as causing vagjeshan the way
that information is handled and used in organizetidhe rapid growth
in personal computer offers increasing opportusitier managers to
have more and better information at their fingerisi

2.3.1 The Nature of Information Systems

To better understand this unit in general, and $keigtion in particular,
there is the need for you to differentiate betwdata and information.
In addition, this section will explain to you how tise a system's view
to examine the nature of information processingaWh the difference
between data and information? There is need taficldre distinction
because more often we tend to use the two term# #Hsey are
synonymous.

Data in this unit refers to analyzed facts and régu For data to be
useful in management, they need to be transformex information.

Information refers to data that have been analymefdrocessed into a
form that is meaningful for decision makers. Anothseful concept that
you need to know is electronic data processing.ctilaic Data

Processing refers to the transformation of dateo imteaningful

information through electronic means.

2.3.2 A System's View of Information Processing

You will recollect that we promised to consideramhation processing
using a system's view in this unit. This is ouemest now. The systems
view will be comprehensively discussed in Unit 15.

For the meantime, know that to obtain the infororatneeded for

various purposes, organizations develop informatsystems. It is

similar to the systems perspective in that infororasystems involve
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inputs, transformations, and outputs. What arepitfoeesses involved?
In information system, data are the inputs. Theadanhdergo
transformation, or processing. Processing invothesvarious forms of
data manipulations and analyses that transform &bainformation.
Information — processing then makes use of datagéo— a system of
sorting data for use at a later point. The outpefsr to the report,
documents, and other system outcomes that suppelyedeinformation
to decision makers. Controls serve as safeguaets tosensure that the
outputs are appropriate and serve their intendegoges.

From the analysis above, an information systembzadefined as a set
of procedures designed to collect, process, stom@ disseminate
information to support planning, decision makingomination and
control.

2.3.3 Computer Components of Information Systems

The components of a computer-based informatioresystfall into two
categories: hardware and software. Hardware refershe physical
equipment (the computer and related devices). Soévon the other
hand refers to the set of programmes, documents;edures and
routines associated with the operation of a compapstem that makes
the hardware capable of its various activities.

2.3.4 Characteristics of Useful Information

Lee, Gremillon and Pybum (1988) identified five cderistics that are
important in making information useful to managdisey are:

1. Relevance - Information should be directly related the
decision at hand.
2. Accuracy - Information needs to be correctugioto form the

basis for effective decision-making.

3. Timely - Information should be available whreseded.

4. Complete - Information should come from ak thppropriate
sources and cover all the areas that are requiyetiebdecision
maker.

5. Concise - Finally, information needs to be marized,
providing the amount of detail that is approprittehe particular
decision.

2.4  Types of Information Systems
The five major types of information systems aranfaction processing,

office automation, management information, decissupport, and
executive support. Each is explained below:
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1. Transaction — processing systems. This is a comjmaised
information system that executes and records thene day-to-
day transactions required to conduct an organizatibusiness.
Supervisors, operations personnel are the onesddry the
transaction — processing systems.

2. Office Automation Systems. This refers to ampater-based
information system aimed at facilitating communigat and
increasing the productivity of managers and offierkers
through document and message processing. The aldestare
word processing systems. They allow text to beterkaedited,
and printed quickly and easily. Office automatigistems serve
managers, office staff, professionals and supersisthe recent
ones are electronic mail systems. These allow fgh-Bpeed
exchange of written messages by means of compuber t
processing and communication networks.

You also need to know that an office automatiortesys also includes
the following applications:

(@) Voice mail. A means of recording a telephonessage and
storing it in a computer's secondary storage ftarleetrieval by
the intended receiver.

(b)  Electronic calendaring. A method of maintagiappointments
schedule electronically.

(c) Teleconferencing. A means of communicatiornieen two or
more geographically separated locations by usiegtednic and
or image-producing facilities.

(d)  Document retrieval. The use of one or moeetebnic devices to
store documents on microfim or some other mediund a
facilitate the later location and copying of therstl images.

(e) Facsimile transmission. A means of sendingudeents by
telephone that arrive in printed form at the reicegjJocation.

) Groupware. Software designed to facilitate meetinigg
coordinating simultaneous computer messages fromupgr
members.

() Graphics. A means of creating charts and diagt

2.5 Management Information Systems

Management information systems is a concept thangates every
literate family especially where computers are uséthat do you
understand by management information system?dtdsmputer- based
system that produces routine reports and ofterwallon-line access to
current and historical information needed by mamageainly at the
middle and first-line levels. Management informaticystems are
important in planning, decision-making, and coringl Specifically,
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they summarize information from transaction — pesteg systems to
produce routine and exception reports for managegssupervisors.
More often, the term management information systemsised to
designate the field of management that focuses esigding and
implementing computer-based information system fase by
management.

2.5.1 Computer-related Systems Relevant to Managemt

There are some computer-related systems that ame reéevant to
management. They are briefly discussed below:

1. Decision support systemslIs a computer-based information
system that supports the process of manageriasidacmaking
in situations that are not well structured. Rattiean point to
optimal decisions for managers, decision suppatesy attempts
to improve the decision making process by providiogls that
help managers and professionals analyze situatinoms clearly.
What do you think are the differences between dwsctisupport
systems and management information systems? Therabaut
three differences:

(&8 When compared with management informationesyst a
decision support system provides more advancelysasa
and greater access to various models that managers
use to examine a situation more thoroughly.

(b)  decision support systems often rely on infdiomafrom
external sources as well as from the internal ssithat
are largely the domain of management information
systems.

(c) Decision support systems tend to be more fighl
interactive than management information systems.

2. Expert SystemThis is one specialized type of decision support

systems that is currently in vogue. Expert systanescomputer-
based systems that apply the substantial knowlefige expert
to help solve specialized problems.

3. Artificial Intelligence. Expert systems are owoetgrowth of
artificial intelligence. Artificial intelligence isa field of
information technology aimed at developing computeat have
human-like capabilities, such as seeing, hearing,thinking.

Self - Assessment Exercise 1

1. Define Management Information Systems.
2. Explain the differences between decision supmystems and
management information systems.
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2.5.2 Executive Support Systems

Executive support systems is the second compulietece systems that
are very relevant to management. Executive supp@tem refers to a
computer-based information system that supportssideemaking and
effective functioning at the top levels of an origation.

What are the differences between decision suppgetes and executive
support system? The differences are stated below:

(1) An executive support system, unlike a decissupport system
which is narrowly focused, involves more generampating
capabilities, communications, and display optiorstt are
applicable to different problems.

(i)  An executive support system makes less ussnafytical models
than does a decision support system.

(i)  Essentially, executive support systems ar®rimation systems
tailored to fit the needs of executives working particular
situations.

2.6  Developing Computer-based Information Systems

A manager in this age of information technology mhuzve at least a
general knowledge of what is involved in informatiosystems
development. His knowledge must include: the systefrdevelopment
life cycle and alternative means of systems devetp.

2.6.1 The Systems Development Life Cycle

The development of new information follows a tramial process
known as development life cycle. This refers toeses of stages that
are used in the development of most medium- andeiarsize

information systems. It has seven distinct stagganning, Systems
Analysis and Requirements, Systems Design, Devedopnintegration

and Testing, Implementation, Operations and Magntee.

1. Planning

The purpose of this first phase is to find out Htepe of the problem
and determine solutions, resources, costs, tinteflie and other items
should be considered here.

2. Systems analysis & requirements

The second phase is where teams consider the daattiequirements
of the project or solution. It is also where systamalysis takes place -
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or analyzing the needs of the end users to entigenew system
can meet their expectations.

3. Systems design

The third phase describes in details the necesgmyific features and
operations that will satisfy the functional requients of the proposed
system which will be in place.

4. Development

Now the real work begins! The development phasesntire end of the
initial section of the process. Additionally, thpbase signifies the start
of production. The development stage is also charnzed by
insinuation and change.

5. Integration & testing

This phase involves systems integration and sysesting (of programs
and procedures) - normally carried out by a Quatigsurance (QA)
professional - to determine if the proposed desigets the initial set of
business goals.

6. Implementation

The sixth phase is when the majority of the codwstlie program is
written, and when the project is put into productity moving the data
and components from the old system and placing thdire new
system via a direct cut-over.

7. Operations & maintenance
The last phase is when end users can fine-turisysem, if they wish
to boost performance, add new capabilities or nssktitional user

requirements

What is the usefulness of the life-cycle approath’has several
usefulness:

1. It provides a series of stages and phasesidsliges for major
system development efforts.

2. It focuses considerable effort on early deiomitof both the
necessary functions and the outputs of the system.

3. It allows for the involvement of potential user
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What then are the disadvantages of the life-cypler@ach? As it has
advantages, it also has its inherent disadvantages:

1. It is very costly

2. It is common to encounter backlogs of 2 or a8rgebefore new
applications of computer technology can be develope

3. The intended users often have difficulty spéeg all the
functions and outputs of the system early in tlie dycle, as
required.

4. It tends to discourage changes in the systeiniien once the
definition stage is over.

2.6.2 Alternative Means of System Development

Among the alternatives to the conventional lifeleyapproach are:

application of software packages, prototyping, arehd-user

development.

1. Application of software packages: These are twsok
programmes available for sale or lease from comimlesources.

2. Prototyping: Refers to the process of buildangough, working
model of all or parts of a proposed information tegs for
purposes of preliminary evaluation and furthemrefnent.

3. User-developed system: This refers to the dgweént and/or
management of information systems by users.

2.7 Impacts of Information Technology on Organizéons

In this last section of the unit, you will learncalt the usefulness of
information technology to organizations. The maoeas of influence
include organization structure, individual jobsgdamganizational risk.

1. Organization Structure: Computer-based information systems
influence the overall structures of organizatioRsr instance, it
has reduced the need for middle managers, and desed top
management to assume more of the responsibilitynfuovating
and planning. It has also led to large organizatidecentralizing
decision making.

2. Individual Jobs: Computers can influence individual jobs in
three ways: alterations in the design of jobs jtherelated stress
and health consequences of computers, and incgeagtions
regarding the location of work.

(@) Alterations in the design of jobs.For clerical jobs, computers
can lead either to jobs that are extremely sinapié require little
skill or to jobs that involve creativity and skillAt the
professional level, computers are reducing thebmmof routine
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tasks while increasing the ability of professi@ta communicate with
others. At the managerial level, computers offenaggers new ideas to
help with decision making, communication and cantro

(b)

(c)

3.

Stress and health consequence®ne topical issue in the world
of computers is the practice of using computersagsess
employee performance. This is known as electroronitoring.
Studies have shown that monitoring can degradejtiadity of
customer service and of the work environment its8ifting in
front of a video display terminal for a long timashhazardous
effects. Such hazards include, eye, back, and wmjigies.

Location of work. Computer technology has introduced tele-
commuting.Tele- commutingis a form of working at home that
is made possible by using computer technology toaie in
touch with the office. Computer technology has ajseen birth

to logical office. Logical office refers to the amept that portable
microcomputers allow an individual's office to beyahere the
individual is, rather than being restricted to @specific place.
Examples are laptop computers.

Organizational Risks

Information technology also has its risks. The camnmisks include:
errors, physical calamities, theft, sabotage arcir#g breaches, and
resistance to and under-utilization of major system

N =

Errors. With complex software, errors and peatd occur.
Physical calamities. An organization's inforraatiflows can be
seriously destructed by damages caused by firesdd| power
failures and similar calamities.

Theft. Today computer technology is being usedommit theft,
especially in the banking sector.

Sabotage and Security Breaches. Computer agbois the
deliberate disruption of computer- related ack&ti while
computer security breaches refer to getting unaizhd entry to
computer. These two factors are becoming major lpnad to
information technology today.

Resistance and under-utilization. There aresdimmhen managers
and their subordinates might resist significanbueses allocated
to developing systems. Also top-level managersna¢d may be
adverse to operating computers because they terabdociate
using a keyboard with lower-level work. This caadeo under-
utilization.
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2.8  Assessing the Quantitative Management Perspize

The behavioural management you will recollect feclsnore on the
human aspect of the organization. In contrast, thentitative
perspective relies on hard, rational facts and @as Specifically,
managers find quantitative management useful fanmphg, decision
making, and controlling.

The quantitative perspective has its limitationsr kstance, it is not
helpful for managers seeking a broad framework dnalyzing and
implementing effective management because it dpafmsarily with
problems and not management patterns. There aes tivhen some
managers claim that particular tools are not apple to the situation
they find themselves.

This problem is not however without a solution. @aehnique that can
be used is called sensitivity analysis. This isracpess whereby the
manager varies elements in the model so that thaltsereflect what
may happen under a variety of conditions.

Another problem associated with the quantitativesjpective is that it is
not always an effective way to arrive at a realdd/aolution in the
public sector when political, technical, or timaBsues confuse the
situation

You should realize however, that in spite of thesuaitations,
organizations can benefit by applying appropriatehhiques and using
old-fashioned management judgment to interpret #gth implement
the results.

Self - Assessment Exercise 2
1. What three ways can computers influence indaigiobbs?

)
MZ.Q Summary

In this unit, you have learned about managementnmdtion systems as
the last strand of quantitative management persgecWe also

explained the nature as well as the type of infoiona systems.

Management information system has been clearlyhddfin this unit;

concepts like data, information, electronic processwere also

explained in the unit.

The unit also discussed the differences betweensidac support
systems and management information systems.
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We also discussed the differences between suppatess and
management information systems. You also learned toodevelop a
computer-based information system: a business gmobts defined, a
physical design is laid out, and implementation apeération follow.
Finally, this unit explained to you the various impations- both positive
and negative, of information technology on orgatiizes.

d)
Il | I
—12.10 References/Further Readings/Web Resources

Bartol, K. M. & D.C. Martin (1994) ManagementMcGraw-Hill, Inc.
New York.

Gremillion, Lee L. & Philip, J. Pyburn (1988)Computers and

Information Systems in Business: An IntroductidicGraw-Hill,
Inc. New York.
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MZ.ll Possible answers to Self - Assessment Exercise
Answers to SAE 1
1. Define Management Information Systems.

Management information systems is a concept thangates every
literate family especially where computers are udeds a computer-
based system that produces routine reports anch @flews on-line

access to current and historical information nedgdedanagers mainly
at the middle and first-line levels. Managemenoinfation systems are
important in planning, decision-making, and coringl Specifically,

they summarize information from transaction — pssteg systems to
produce routine and exception reports for managers supervisors.
More often, the term management information systemsised to

designate the field of management that focuses esigding and
implementing computer-based information system fase by

management.

2. Explain the differences between decision supposystems and
management information systems.

There are about three differences:

(&) When compared with management information esysi a
decision support system provides more advancet/sssand
greater access to various models that managersusanto
examine a situation more thoroughly.

(b)  decision support systems often rely on infdramafrom external
sources as well as from the internal sources tfeataagely the
domain of management information systems.

(c) Decision support systems tend to be more figtieractive than
management information systems.

Answers to SAE 2
1. What three ways can computers influence indaigiobbs?

(a) Alterations in the design of jobs.For clerical jobs, computers can
lead either to jobs that are extremely simple aglire little skill or to
jobs that involve creativity and skill. At the pessional level,
computers are reducing the number of routine tadkke increasing the
ability of professionals to communicate with othek$ the managerial
level, computers offer managers new ideas to helih \@ecision
making, communication and control.
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(b) Stress and health consequence®ne topical issue in the world of
computers is the practice of using computers tcessssemployee
performance. This is known as electronic monitarigjudies have
shown that monitoring can degrade the quality ustemer service and
of the work environment itself. Sitting in front & video display
terminal for a long time has hazardous effects.hSoazards include,
eye, back, and wrist injuries.

(c) Location of work. Computer technology has introduced tele-
commuting.Tele- commutingis a form of working at home that is made
possible by using computer technology to remaintomch with the
office. Computer technology has also given birthldgical office.
Logical office refers to the concept that portatierocomputers allow
an individual's office to be anywhere the indivitlisa rather than being
restricted to one specific place. Examples aref@apbmputers.
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Unit 3 Contemporary Management Perspective
Unit Structure

3.1 Introduction
3.2 Learning Outcomes (LOS)
3.3  Systems Theory of Management: An Overview
3.3.1 Contributors to Systems Theory
Alfred Korzybslci
Norbert Weiner
Ludwig Von Bertatanffy
3.4  Major Components of Systems Theory
3.5 Open Versus Closed Systems
3.6  Systems Theory Assessed
3.7 Summary
3.8 References/Further Readings/Web Resources
3.9 Possible Answers to Self-Assessment Exercise(s)

@3.1 Introduction

We have come to the last strand of managementyheBontemporary
Management Perspective. This strand is divided ihtee streams:
Systems theory, Contingency theory, and Emergiewsi The present
unit, Unit fifteen is devoted to the systems theofype other two
theories- contingency and emerging views will beated in the next
unit.

You will learn in this unit the definition of systes theory. The unit will

also discuss the works of contributors to the sgstéou will also learn

in the unit the various components of systems tghelmother point you

will learn in the unit is the open versus closedtesms perspective.
Finally, a general assessment of the theory is dotiee unit.

@3.2 Learning Outcomes (LOs)
By the end of this unit, you will be able to:

explain systems theory

discus the works of contributors to the theory
differentiate between open and closed systems
explain the major components of systems theory
assess the systems theory of management.
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Systems Theory of Management: An Overview

The systems theory of management views the orgamnzas a verified,
purposeful system composed of interrelated patte. theory draws on
works from many fields, including biology. The tmgaoanalyzes the
functions of the total enterprise in terms of sysenputs, processing
and outputs- with a view toward improving their cgd®ns.

Systems theorists point out that most units withm organization (a
system) interact with each other and are therefigendent on each
other.

The system theory also emphasizes that most om@j#rns are open
systems, that is, the organization (system) deptmdts inputs (money,
materials, employees) on other systems.

In short, what you will learn in this unit is theystems theory is a way
of looking at and integrating the management fuumdi (planning,
organizing, leading and controlling) and the mamag® schools of
thought (scientific management, human relationsincgples of
management) in order to analyze how a manager megmhis thoughts
and actions.

3.4  Contributors to Systems Theory

Many authors contributed to the development of wirathave today as
systems theory. We will present three of such astiothis section

(@) Alfred Korzybski

One early contributor to systems theory was Korkiyldde emphasized
the process (dynamic) nature of reality. He caliedapproach "general
semantics". Korzybski argued in his book — Scieand Sanity: An
introduction to Non-Aristoteliarsystem and General Semantic (1933)
that we live in three worlds: the world of evertse world of objects,
and the world of symbols. Specifically, Kristof, adislav and Gert, (
2019), he focused on problems of language and coriwation. His
topics included: abstracting, inferences, languageflexibility,
environment of communication, the nature of wondg the importance
of perception.

(b)  Norbert Weiner

Weiner was a scientist whose works have greathctgtl the world. He
pioneered in the field of cybernetics. His conceptsystems control by

159



BUS 839 MANAGEMENT THEORY

information feedback directly contributed to deyeient of the

electronic computer. Weiner's work gave the firac view of an

organization as a system consisting generally p@iinprocess; outputs,
feedback and environment Wiener, (1989)

(c) Ludwig Von Bertatanffy

The most important contributor to system theory VBestatanffy, a

biologist, who developed a general systems thddeysaw organization
as the primary problem of all life. Though he coesed parts to be
important, he saw the whole as also important. tdeed that the whole
might have properties that are not mere summabbtise parts. Kristof,

Vladislav and Gert, ( 2019)

3.5 Major Components of Systems Theory

The System Theory as you will discover in this wubmits that an
organizational system has four components (SeefigLl)

Input(raw Transformation Output (goods and
services, SEENEEEN _

Material, labour Process information)
Finance information) (operations,method,

Employees activities,
Management activities

Feedback

Consumers

Fig. 3.1: Contingency View

The four parts as can be seen in Figure 15.1angtsnpransformation
processes, outputs and feedback.

Inputs.Inputs are the various human, material, finanegquipment, and
informational resources required to produce goodissrvices.

Transformation processesAre the organization's marginal and
technological abilities that are applied to conwepluts into outputs.
Outputs These are the products, services, and other ma@E@roduced
by the organization.
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Feedbackrefers to the information about results and orzztonal
status relative to the environment.

3.6  Open Versus Closed Systems

A system exists in two forms: Open and closed. Arel©System is a
system that operates in interaction with its envinent. A closed
system is a system that does little or no intepactith its environment
and little feedback.

(@) Characteristics of Closed SystemsA closed system is one that:

(1) is independent. of its environment;

(i)  determines its own destiny;

(i)  controls its own internal relationships. Tlentinuing existence
of a closed system does not depend on its entéramgactions
with the outside worlds.

(b)  Characteristics of Open Systems

Katz and Kahn (1971) identified some charactesstit open systems.
These are: input, through-put, output, cycles adngey, differentiation,
and equifinality or synergy. These are briefly expéd below:

1. Input The Importation of EnergyOpen systems according to
Onyeonoru (2000) import some form of energy from éxternal
environment. Social organizations replenish theippdies of
energy from the other institutions, or people, be tmaterial
environment because social structures are rardhgsificient or
self-contained. In organizations, inputs may béhaform of the
importation of skill, technology, or raw materidts the through-
put process.

2. Through-put Transformation Process. The next step is the
transformation of energy available to them juse lithe body
transforms starch and sugar into heat and action.
Organization on its part creates new products, gE®es
materials, trains people, or provides services.

3. The output: ExportOpen systems export some products into the
environment for the benefit of other systems. Oizmional
output may be in the form of innovative inventiomt@died in
product. For instance, a bridge constructed by agineering
firm, or beverages brewed by a food processing @myp
represent some form of output.

4. Cycles of EvenisThe pattern of activities of the energy exchange
has a cyclic character. The product exported imoeinvironment
furnishes the sources of energy for the repetitibthe cycles of
activities. For instance, the industrial enterprisilizes raw
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materials and human labour to turn out a produdijchv is
marketed and the monetary return is used to obtene raw
materials and labour to perpetuate the cycle avities.

5. Differentiation. This is the tendency of open systems to become
more complex. The increased complexity usually stémom the
addition of specialized units to handle particylachallenging
parts of the environment.

6. Equifinality: Steady state (synergy). The final characteristic o
open systems is synergy.

This is the ability of the whole to equal more thithe sum of its part.
What this means is that an organization ought talide to achieve its
goals more effectively and efficiently than woul@ bossible of the
parts operated separately.

Self - Assessment Exercise 1
|. Define systems theory management.
2. Discuss the 5 main characteristics of the ogstems.

3.7  Systems Theory Assessed

In this section of Unit fifteen, attempt is madediscuss the strengths
(usefulness) and weaknesses (limitations) of systé®ory. Let us start
with the strengths.

(a) Strengths of Systems Theory

1. The systems theory is useful because it hefpsagers envision
the boundaries of their organizations and the wiaysvhich
subsystems, the various systems within a systeteraict with
each other.

2. Managers taking the systems perspective cak ko their
organizations in terms of the amount of interactioith the
environment. A closed system for instance, hasmeraction
with its environment and is therefore self-suffitiebut an open
system interacts with its environment and recefgeedback.

3. Over time, systems may fall victim to entrofgipe natural
tendency of systems to decay. But organizationsusarfeedback
to detect entropy and then counter the process ndtative
entropy — the ability to acquire new inputs frone gnvironment
to keep system from deteriorating.

4. With the concept of synergy — the idea thatvilele is greater
than the sum of its parts can be used by an orgtoie to
accomplish its goals. Put in another form: peopleovwome
together to form an organization can accomplishertban they
could work by themselves. This is similar to FaydEsprit de
corps treated in Unit 8.
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5. Systems theory argues that most organizatiocn®pen systems
— that is, the organization (system) depends fer ifputs
(money, materials, employees) on other systemss €hables
managers to know that an organization cannot famgte solve
the problem of production without considering wiesttother
systems will ship necessary materials on time tineatight price.

(b)  Limitations of Systems Theory
The systems theory also has some limitations:

1. The theory is prone to the danger of reifiqatiBeification is the
error of regarding an abstraction as a materiahgthiand
attributing causal powers to it — in other worde tallacy of
misplaced concreteness.

2. Systems thinking is heavily managerial in cqio® hence, its
under emphasis of such realities as the conflictoeial relations
in the workplace — with particular reference tod&aunionism,
and labour management relations.

3. The systems approach is tautological in that ¢bacept of

function cannot be given any substantive content.

The assumptions of the theory cannot be opaiaized.

Habermas (a major critique of the systems agmtrpquestioned
the basis for the analogy between the biologicghwism and
social organization. He argued, that the notion"sirvival
derived from the biological organism, which undeslihe system

— environment relation cannot be legitimately exet to the

sociocultural level.

6. Organizational systems consist of and are ryn people.
Accordingly, interpersonal relations might be maneportant
than particular input/output structures and orgational forms,
which in any case are subject to human control.

ok

7. Systems theory has little to say about theesao$ motivation to
work hard within various types of systems.
8. The boundaries of a system might change acduprdd

circumstances and over time (changing patternsisifilalition,
for instance).

9. Different members of the same system may havirel
different interpretations of its structure and aims

10. The actions of a single individual can indtattansform the
nature of a system.

11.  Systems theory cannot on itself explain ortional behaviour
without taking other considerations into account.

12.  Often, organizational relationships are higbbynplex. In these
cases the application of the systems approach nmghiely
simplify what in fact is an enormously complicagadblem.
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There is a vast range of variables potentially vahe to
organizational performance so that the specificatibjust a few
inputs and constraints is bound to be arbitraryaime degree.

13 . Some advocates of the systems approach hadeitu® justify
centralization of administrative procedures in wmstances
where this might not be entirely appropriate. Thadency to
centralization flows from the adoption of a holisperspective:
hence the desire to concentrate decision makitigeatpex of the
organization.

Despite the foregoing limitations, do you know ttte systems thinking
has remained influential to date, as organizatipeaspective. This is so
because thinking in terms of systems has beenfugitjul as a frame-
work for organizing and understanding the pattevhsocial relations
and social action observable in organizations.

Self - Assessment Exercise 2
1. Discuss the limitations of the systems theory.

1

3.8 Summary

You have learned from this unit that the systemwr@gch represent a
relatively recent major innovations in ways of #inmg about

management. You will also realize from this uniattithe systems
approach is based on the notion that organizattansbe visualized as
systems, including inputs, transformation processestputs and

feedback.

This unit has also made it clear to you that thetesys approach views
the organization as a unified, purposeful systemmpmsed of
interrelated parts rather than dealing separateith whe various
segments of an organization.
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@3.10 Possible answers to Self - Assessment Exercise
Answers to SAE 1
1. Define systems theory management.

Systems theory is a way of looking at and integrathe management
functions (planning, organizing, leading and coltitrg) and the
management schools of thought (scientific managéméouman
relations , principles of management) in orderrialgze how a manager
organizes his thoughts and actions.

2. Discuss the 5 main characteristics of the opaystems.
These are briefly explained below:

1. Input The Importation of EnergyOpen systems import some
form of energy from the external environment. Sbcia
organizations replenish their supplies of energmfrthe other
institutions, or people, or the material environteacause social
structures are rarely self-sufficient or self-con¢al. In
organizations, inputs may be in the form of the omgtion of
skill, technology, or raw materials for the througlt process.

2. Through-put Transformation Process. The next step is the
transformation of energy available to them juse lithe body
transforms starch and sugar into heat and action.
Organization on its part creates new products, gE®es
materials, trains people, or provides services.

3. The output: ExportOpen systems export some products into the
environment for the benefit of other systems. Oizmional
output may be in the form of innovative inventiomtedied in
product. For instance, a bridge constructed by agineering
firm, or beverages brewed by a food processing @myp
represent some form of output.

4. Cycles of EventisThe pattern of activities of the energy exchange
has a cyclic character. The product exported imoenvironment
furnishes the sources of energy for the repetitibthe cycles of
activities. For instance, the industrial enterprisilizes raw
materials and human labour to turn out a produdiichv is
marketed and the monetary return is used to obtene raw
materials and labour to perpetuate the cycle avities.

5. Differentiation. This is the tendency of open systems to become
more complex. The increased complexity usually sténom the
addition of specialized units to handle particylachallenging
parts of the environment.
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6. Equifinality: Steady state (synergy). The final characteristic o
open systems is synergy.

This is the ability of the whole to equal more thithe sum of its part.
What this means is that an organization ought t@lide to achieve its
goals more effectively and efficiently than woul@ bossible of the
parts operated separately.

Answers to SAE 2
The systems theory also has some limitations:

1. The theory is prone to the danger of reifiqatiBeification is the
error of regarding an abstraction as a materiahgthiand
attributing causal powers to it — in other worde tallacy of
misplaced concreteness.

2. Systems thinking is heavily managerial in cotiogphence, its
under emphasis of such realities as the conflictoeial relations
in the workplace — with particular reference tod&aunionism,
and labour management relations.

3. The systems approach is tautological in that ¢bacept of
function cannot be given any substantive content.

4. The assumptions of the theory cannot be opaiaized.

5. Habermas (a major critique of the systems amtrpquestioned
the basis for the analogy between the biologicghwism and
social organization. He argued, that the notion"sirvival
derived from the biological organism, which undeslihe system
— environment relation cannot be legitimately exet to the
sociocultural level.

6. Organizational systems consist of and are ryn people.
Accordingly, interpersonal relations might be maneportant
than particular input/output structures and orgational forms,
which in any case are subject to human control.

7. Systems theory has little to say about the caaEenotivation to
work hard within various types of systems.
8. The boundaries of a system might change acaprdm

circumstances and over time (changing patternsisifilaition,
for instance).

9. Different members of the same system may havirel
different interpretations of its structure and aims

10. The actions of a single individual can indtattansform the
nature of a system.

11.  Systems theory cannot on itself explain ortional behaviour
without taking other considerations into account.
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12.

13

Often, organizational relationships are higbdynplex. In these
cases the application of the systems approach nrightely
simplify what in fact is an enormously complicafgadblem.
There is a vast range of variables potentially vahe to
organizational performance so that the specificatibjust a few
inputs and constraints is bound to be arbitraryaime degree.
Some advocates of the systems approach haveitusefustify
centralization of administrative procedures in wmnstances
where this might not be entirely appropriate. Thadency to
centralization flows from the adoption of a holisperspective:
hence the desire to concentrate decision makitigeatpex of the
organization.
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Unit 4 Contingency Theory
Unit Structure

4.1 Introduction
4.2  Learning Outcomes (LOSs)
4.3  An Overview of Contingency Theory
4.4  Contingency Factors
Technology
Size
Environment
4.5 Contingency Approaches to Leadership and Memagt
Behaviour
Contribution from Fred Fielder
Contribution from Robert Tannenbaun and Warren ¢thn3dt
4.6  Contingency Theory: An Appraisal
4.7  Summary
4.8 References/Further Readings/Web Resources
4.9 Possible Answers to Self-Assessment Exercise(s)

4.1 Introduction

You are welcome to the sixteen unit - Contingenbgdry. The journey
so far has been very smooth. Or what is your vievath happy for
saying - "it has been good and smooth".

Contingency as you already read in Unit fifteerthe second of the
three strands of the contemporary management pnape Charles
Kindleberger, a renowned economist used to saystMhl students the
answer to any really engrossing question in ecoosnsi "It depends”.
Though he did not elaborate on what it dependsand, in what ways,
the gap left by Kindleberger will be filled in thisnit.

Contingency theory also known as situational thasrg management
theory emphasizing that appropriate managementvimeirashould be
adapted to the unique circumstances of the orgamizand the specific
situation.

Wait a while and reflect back on the classical nganmaent theory. Our
previous discussions about classical theory havestihat the classical
theorists, such as Taylor (scientific management)d aFayol

(administrative school) attempted to identify "tbae best way" for
managers to operate in a variety of situations. Youst have also
observed from our previous discussion that thingsewnot that simple
as propounded by the classical theorists. Consélguerontingency
theory started to develop. Rather than seekingeusal principles that
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apply to every situation, contingency theory att&snpo identify
contingency principles that prescribe actions tetdepending on the
characteristics of the situation.

In this unit therefore, you will learn about thestiorical development of
contingency theory. The factors affecting contingeare also explained
in this unit. Contingency approaches to managerardtbehaviour are
also discussed in the unit. Finally, an apprai$aomtingency theory is
undertaken in the later part of this unit.

4.2  Learning Outcomes (LOSs)

By the end of this unit, you will be able to:

explain the contingency theory.

describe the contingency theory growth .

discuss the factors influencing contingency theory.

explain contingency approaches to leadership andagement
behaviour.

4.3  An Overview of Contingency Model

You can still recollect that we are on the secorfthse of the

contemporary management perspective. Let us takesary look at the
growth of the theory. One of the earliest pionegstudies that helped
establish contingency theory was conducted in 8&04 by a research
team led by Joan Woodward, an industrial Sociotodi€0 Bristish

firms with different sizes and product lines, watadied to determine
whether the better — performing companies adherede nelosely to

classical principles, such as unity of commandn ttid companies with
average or below average performances.

When their studies using the classical principliesnit yield any result,

they shifted to the type of technology used, by ttmmpanies.

Woodward, argued that complex organizations functias open

systems, and in order to reduce the uncertainiased by the external
environments, organizations endeavour to protesit tachnical core.

The underlying assumption is that organizations aobd-units with
similar technologies and/or environments will exhdémilar behaviour
in the form of structure or organizational design.

Another contingency theorist was Duncan. His modiéémpted to
identify the characteristics of the environment ethicontribute to
decision unit members experiencing uncertaintyenision making. He
was of the opinion that both internal and extefaetors have impact on
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perception of decision of members. He submitted tie structure and
behaviour of a particular organizational unit obsystem is a function
of the following:

1. What happens within the unit?
2. What happens within external unit of the orgatian?
3. What happens within the internal unit of theasrigation?

Can you begin to feel the argument of Kindleberfem these
assumptions? "It depends".

Put in another way, can you see that the struanck behaviour of a
particular organizational unit or subsystem “"de&ndn the three
factors enumerated above?

Lawrence and Lorsh (1967) who developed their madalnd the same
time with Thompson developed it around environmleateertainties.
They classified environment into three sub-systerhigh interact with
the external sub-environment: research and sciesales and market
production, technical and economic.

On his part Perrow (1970), emphasizes technologyth@s major
determinant of organizational structure. This vii# better discussed
under the factors affecting contingency. Can yderinvhat led to the
birth of contingency theory now? If you can stiécollect, you will
notice that in the early management study, claksieorists (Taylor,
Fayol, and Weber) attempted to develop the idegdrmization structure.
However, they found that a structural configuratibat seemed to work
for one organization was a deterrent to effectiggsnén another.
Subsequently, contingency theory began to develop.

4.3.1 Contingency Factors

We have just explained above, the focus of contingdheory - that
appropriate managerial action depends on the patiparameters of
the situation. To date, researchers have come tip thiee factors
affecting the organization: technology, size, andirenment.

(@) Technology Technology refers to the knowledge, tools,
equipment, and work techniques used by an orgamizan
delivering its product size. Fry (1982) identifiédbo critical
aspects of technology: complexity and interdepenéen

(1) Technological complexity You can still recollect that the

pioneering study that discussed the importancedfrtology was
conducted in the 1950s by a team led by Woodward.
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We already have known that they did not find argtrenship between
the use of the classical principles in restrucimmganizations and the
success of a firm. They invariably associated swith the three types
of technology: unit and small -batch productiorg&batch and mass
production, and continuous - process productionulsebriefly highlight
these types.

1. In unit and small-batch production, productse atustom-
produced to meet customer specifications, or threymaade in
small quantities by craft specialists.

2. In large-batch and mass production, produ@sreanufactured in
large quantities, frequently on assembly line.
3. In continuous-process production, productsligreds, solids, or

gases that are made through a continuous process.

The researchers found that increasing complexity agsociated with
more levels of management (a taller structure),emsbaff personnel per
line worker, and large spans of control at uppenagament levels.
Their results showed that formalization (a methodl \eertical
coordination that addresses the degree to whictiewrpolicies, rules,
procedures, etc. specify what actions are (or ateta be taken under a
given set of circumstances and centralization (&ioca condition
relating to the extent to which power and authoatg retained at the
top organizational levels) both tended to be highorganizations
engaged in large-batch and mass-production tecgyolthis is because
the efforts of large numbers of workers need tostendardized. In
contrast, formalization and centralization were law organizations
using unit and small-batch, as well as continuousrocess, where
appropriate work decisions must be made at theritavels.

What inference can you draw from the work of Woodivand others?
The most important outcome was that the more ssfideBrms had
structural characteristics that were close to thedian for their
particular technology. The less successful firmsd hstructural
characteristics that deviated significantly frome tmedian for their
technology. Your concern here is to know that/appede structural
characteristics depend, at least to some exterthetype of technology
used by an organization.

(i)  Interdependence
(b) Size

The question to ask is - what has size got to db thie goings-on in an
organization? It is interesting to know that Woodavand the team did
not find anything definite from their investigatiari the possibility of a
clear relationship between size and various strattaharacteristics.
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Other studies have only succeeded in establishingmal relationship.
But why? One probable reason may be because sjastisne element
in the question. Other important factors, such asirenment and
technology also affect organization structure. Aeotprobable reason
may be because size can be measured in various yags sales or
profits or by number of employees. These factor&emia difficult at
times to compare studies.

However, four trends have been identified by staidiEsize effects on
structure:

1. With growth in size, organizations may add mdepartments
and levels, than by making structures more complex.

2. With growth in size, organizations employ metaff to help top
management cope with the expanding size.

3. With organizational growth, more rules and tagans become
imperative. This is to assist in achieving verticabrdination.

4. As organizations grow larger, they tend to Ipeeomore

decentralized.
(c) Environment

You will recollect that this is the third continggnfactor. What do you
understand by environment? Environment is cons@l@rethis unit to
refer to the territory in which human action occangl as itself modified
by human agency. Bums and Stalker (1961) did sommies on the
effects of environment on organization structurtee Studies covered 20
British firms. They found that the firms had ditet structural
characteristics, depending on whether, they opeérate a stable
environment with relatively little change over tingr an unstable
environment with rapid change and uncertainty. Tteye up with two
types of environment: mechanistic and organistion§ operating in a
stable environment have relativetyechanistic characteristicsuch as
highly centralized decision making, many rules ardulations, and
mainly hierarchical communication channels. Emphagss on vertical
coordination, with limited delegation from one lewé management to
the next.

Firms operating in a highly unstable and unceremvironment had
relativelyorganic characteristicssuch as decentralized communication
channels. Emphasis was on a horizontal coordinatiith considerable
delegation from one level to the next. This wasallow the firms cope
with their rapidly changing environments. For a goahensive and
pictorial understanding of mechanistic and orgaeie table 4.1
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Table 4.1. Characteristics of Mechanistic and Orgar
Organizations

Mechanistic Organic
Work is divided into narrow, Work is defined in terms of
specialized tasks general tasks.

Tasks are performed as specified Tasks are continually adjusted as
unless changed by managers in theeeded through interaction with
hierarchy. others involved in the task.

[®X

Structure of control, authority, andStructure of control, authority, an
communication is hierarchical. communication is a network.

Decisions are made by the Decisions are made by individuals

specified with

hierarchical level. relevant knowledge and technical
expertise.

Communication is mainly vertical, Communication is vertical and
between superior and subordinatehorizontal,
among superiors.

Communication content is largely Communication content is largely
instructions and decisions issued information and advice.
by superiors.

Emphasis is on loyalty to the Emphasis is on commitment to
organization organizational goals and
and obedience to superiors. possession of

needed expertise.

Source: Adapted from Bartol, K. M. and D. C. Martin (1994)
Management (2nd Ed.) McGraw-Hill, Inc. New York.

Self - Assessment Exercise 1
1. What is contingency model?
2. Distinguish between mechanistic and organic riagdions.

4.4  Differentiation and Integration

Lawrence and Lorsch, two American management exmattended the
work on environment. Three departments were ingattd:
manufacturing, sales, research and developmenprabe into the
effects of environment on various units within teme organization.
They focused on differentiation. The extent to \hiorganizational
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units differ from one another in terms of the bebaks and orientations
of their members and their formal structures. Thaynd significant
differentiation in the three units. For instanaseaarch and development
concentrated on new developments, operated famfigrmally. Sales
departments were oriented toward immediate custosagisfaction,
operated more formally than research and developdepartments.
What was their other finding? When they considdired effectiveness,
they found that the most effective firms attemptéa balance
differentiation with efforts toward integration,gtextent to which there
is collaboration among departments that need todooate their efforts.
The greater the differentiation among departmenecabse of
environmental instability, the greater the effoutsvard integration in
the most successful companies.

4.5 Contingency Approaches to Leadership and Managnent
Behaviour

Contribution from Fred Fiedler.

Fiedler (1967) developed a contingency theory ofhdé&ship
effectiveness. It is called a contingency modelabse the leader's
effectiveness is particularly contingent upon thragables:

1. Leader—member relationd_eaders who have good relationships
with their group members, who are liked and regabawill have
more influence than those with poor relationshisdler claims
that this is the most important single dimension.

2. Task structure Tasks or assignments which are spelled out with
specific guidelines, or even programmed, give #edér more
influence than tasks which are vague, nebulousuasttuctured.

3. Leader’s position powerLeaders who are able to reward and
punish subordinates (through disciplining, setiagy, hiring and
firing, and so on) have more power and are thus imore
controlling and favourable position than those whanot.

4.6 Contribution from Robert Tannenbaum and Warren Il.
Schmidt

These authors in 1958 wrote an article entitledcgwHto choose a
Leadership Pattern”. In their commentary, theyestdiow they felt the
article could be updated to take into consideratonditions which
were not present or which they had omitted whenattiiele was first
written.

Their statement verifies the fact that managembebries can and
should be altered to allow for changing conditioBgce people are
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changing their needs and expectations, managerheoti¢s should
equally be altered to take these changes into deregion.

4.7  Contingency Theory: An Appraisal
(@) Limitations

You must have observed some limitations of the ingetcy theory:
causal relationship organizational performancegmahdent variables,
multiple contingencies, planned change, power facemd timing of
organizational change. Let us take time to go thhoeach of these
limitations:

1. Causal relationship. Most contingency modelplyma causal
relationship between structure, as an interveniagable, and
performance as a dependent variable. This reldtipns open to
guestion.

2. Organizational structure. Contingency modeliaggthat there is
a fit among components of the organization and atda
variables is related to maximizing organizationatfprmance.
But organizational performance is multi-faceted.

3. Independent variables. The supposed statubeoindependent
‘contingent’ variables as the 'given' and beyorel dbntrol of
members of the organization is open to question.

An organization may influence their environment otigh
advertising or political pressure groups.

4. Multiple  contingencies.  Organizations face  npldt
contingencies and there is potential for multi-walationships
among the range of organizational variables.

5. Planned change. Contingency models fail to gswdficient
emphasis to unanticipated consequences of plarireate.
6. Power factors. Organization structure is notcessarily

determined only by
Impersonal contingency conditions, but also by wdratreferred
to as 'power factors', e.g. government policies.

7. Timing of organizational change. Changes iancttire tend to lag
behind situational change. There is, thereforegegrek of luck
about whether at any moment in time there is a dindzetween
structure and prevailing contingency factors.

(b)  Contributions of Contingency Theory
1. Though contingency theory has its limitatioitshas however,
provided a further insight into our understandifigesationships

among factors influencing the structure, managemand
operations of work organisations.
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2. The basic concepts of the contingency theoty heanagers to
develop a more thorough understanding of compléxasons
and to take appropriate action.

3. Robey, even submits that modem contingencyryhamvides an
increasing amount of empirical research, it definesiable
ignored in earlier work, and it directs the attentof the manager
to the contingencies to be considered in the design
organization structure.

Self - Assessment Exercise 2
1. Explain Fiedler's contribution to contingencgay.

4.8 Summary

You have learned from this unit that the contingemsodel draws
attention to the situational factors which accofart variations in the
structure of organizations. You also have notideat tts focus is more
with differences among organizations than with Enties. This unit
has equal y taught you the three contingency factsize, technology
and environment which affect organization structusadership and
management behaviour.
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4.10 Possible answers to Self - Assessment Exercise
Answers to SAE 1

1. What is a contingency model?

Contingency Model

Contingency models represent studies focusedteymane whether the
better — performing companies adhered more closelyclassical
principles, such as unity of command, than did camigs with average
or below average performances. When their studsasguhe classical
principles did not yield any result, they shiftedthe type of technology
used, by the companies. It was argued that complganizations
function as open systems, and in order to reduee@nicertainties caused
by the external environments, organizations endeat® protect their
technical core.

The underlying assumption is that organizations aobd-units with
similar technologies and/or environments will exhd&milar behaviour
in the form of structure or organizational design.

Another contingency model attempted to identify theracteristics of
the environment which contribute to decision unitembers
experiencing uncertainty in decision making. Howewewas observed
that both internal and external factors have impattperception of
decision of members. It was further submitted et structure and
behaviour of a particular organizational unit obsystem is a function
of the following:

1. What happens within the unit?
2. What happens within external unit of the orgation?
3. What happens within the internal unit of thgamization?

These models brought into limelight the idea of dépends”. Meaning
the structure and behaviour of a particular orgational unit or
subsystem "depends” on the three factors enumeabted:?

Another model was developed around environmentgledainties.
They classified environment into three sub-systerhigh interact with
the external sub-environment: research and sciesales and market
production, technical and economic.

Yet another emphasized technology as the majorrrdetant of

organizational structure. It is these models theat to the birth of
contingency theory.
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2.

Distinguish between mechanistic and organieoizations.

Answers to SAE 2

1.

1.
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Explain Fiedler's contribution to contingenhgary.

Leader—member relationsLeaders who have good relationships
with their group members, who are liked and reskcwill have
more influence than those with poor relationshipedler claims
that this is the most important single dimension.

Task structure Tasks or assignments which are spelled out with
specific guidelines, or even programmed, give tbadér more
influence than tasks which are vague, nebulousuasttuctured.
Leader’'s position powerLeaders who are able to reward and
punish subordinates (through disciplining, settpey, hiring and
firing, and so on) have more power and are thusaimore
controlling and favourable position than those whanot.



