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INTRODUCTION

FMS 105- Elements of Management is atwo -creditcoursefor students
offering programmesin the Schml of BusinessandHuman Resources
Management

The courseconsistsof 15 units i.e. three modulesat five units per

module The materialhasbeendevelopedo suit undergraduatestudents
taking managementoursesat the National OpenUniversity of Nigeria
(NOUN) by adopting an approachthat highlights the key areasof

managemenn privateandpublic enterprises

A studentwho successfullycompletesthe coursewill surely be in a
better position to manage different sectionsin private and public
organisations

The courseguidegivesyou anideaof whatthe courseis all about what
coursematerialsyou will be using and how you can work your way
through thesematerials It suggestssome generalguidelinesfor the
amountof time you are likely to spendon eachunit of the coursein
orderto completeit successfully It alsogivesyou someguidanceon
your tutor-markedassignments Detailedinformation on tutor-marked
assignmentis found in the separateassignmentfile which will be
availablein duecourse

WHAT YOU WILL LEARN IN THIS COURSE

This coursewill introduceyou to the major aspectof managementn
this course you will learnaboutwhat it takesan organisationto attain
its objectives

COURSE AIMS

The courseaims to give you an understandingof the techniquesof
managingprivateandpublic enterprises

COURSE OBJECTIVES
At theendof this course you shouldbeableto:

. define the concept of management

o discuss planning for the advancement and developnoén
employees, and the satisfaction of the needs ofmes

) highlight the stages in decision-making

) describe the relationship between leadership anepo
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WORKING THROUGH THIS COURSE

To complete this course, you are required to réadstudy units, read
set books and read other materials provided by Nhagonal Open
University of Nigeria (NOUN). You will also need tundertake
practical exercises for which you need access peraonal computer
running. Each unit contains self-assessment exarciand at certain
points during the course, you will be expected ubmsit assignments.
At the end of the course, you are going to wrifmal examination. The
course should take you about a total of 17 weeksotoplete. Below
are the components of the course, what you hawwot@and how you
should allocate your time to each unit in ordecdmplete the course,
successfully, on time.

COURSE MATERIALS

Major components of the course are as listed below.

) Course guide

) Study units

) Textbooks

) Assignment file

) Presentation schedule
STUDY UNITS

The study units in this course are as follows.

Module 1

Unit 1 Evolution of Management Theory
Unit 2 Management Functions and Behaviour
Unit 3 Decision-Making in Business
Unit 4 Planning

Unit 5 Control

Module 2

Unit 1 Organising

Unit 2 Communication

Unit 3 Directing and Leading Function
Unit 4 Staffing Function

Unit 5 Recruitment and Selection
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Module 3

Unit 1 Employee Training and Development
Unit 2 Motivation

Unit 3 Forecasting

Unit 4 Delegation and Decentralisation of Authg
Unit 5 Social Responsibility

TEXTBOOKSAND REFERENCES

Certain books have been recommended for this coMme should read
them- where you are so directed before attempliagkercises.

ASSIGNMENT FILE

In this course, you will find all the details ofetlwork you must submit
to your tutor for marking. The marks you obtaim feese assignments
will count towards the final mark you obtain fonglcourse. Further
information on assignments will be found in theigssent file in this
course guide. There are 15 tutor-marked assignniemitss course; you
should attempt all the 15.

TUTOR-MARKED ASSIGNMENTS (TMAYS)

There are fifteen tutor-marked assignments in ¢oigrse; and you are
advised to attempt all. Aside from the course mi@tprovided, you are
advised to read and research widely using othereates which will

give you a broader viewpoint and may provide a deemderstanding
of the subject. Ensure all completed assignmergssabmitted on

schedule before set deadlines. If for any reasgms,cannot complete
your work on time, contact your tutor before thsigwment is due to
discuss the possibility of an extension. Except #&xceptional

circumstances, extensions may not be grantedtahtetue date.

FINAL EXAMINATION AND GRADING

The final examination for this course will be oféb hours’ duration
and have a value of 70% of the total course grad#.areas of the
course will be assessed and the examination wilkisb of questions,
which reflect the type of self-testing, practiceemises and tutor-
marked problems you have previously encountered. arkas of the
course will be assessed.

Utilise the time between the conclusion of the sty unit and sitting
for the examination to revise the entire courseu Yhay find it useful to

Vi
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review your self-assessment tests, tutor-markedgrasents and
comments on them before the examination.

PRESENTATION SCHEDULE

The presentation schedule included in your couratenals gives you
the important dates for this year for the completmf tutor-marked
assignments and attending tutorials. Remember, areurequired to
submit all your assignments by the due date. Ywulkl guard against
falling behind in your work.

COURSE MARKING SCHEME

The work you submit will count for 30% of your tbtgrade for the
course. At the end of the course, you will be nexglito sit for a final
examination, which will also count for 70% of yotatal mark. The
table below shows the brake-down of the markingeseh for the
course.

Table 1: Course Marking Scheme

ASSESSMENT MARKS

Assignment 6 (TMAS) 4 assignments, best 3 will bead for
CA=10x3=30%

Final Examination 70% of overall course marks

Total 100% of course marks

COURSE OVERVIEW

This table brings together the units and the nurob&reeks you should
take to complete them and the assignment thatwahem.

Unit | Title of Work Weeks | Assessment
Activity | (end of unit)
Module 1
1 | Evolution of Management Theory 1
2 | Management  Functions and 1
Behaviour
3 | Decision Making in Business 1
4 | Planning 1
5 | Control 1
Module 2
1 | Organising 1
2 | Communication 1
3 | Directing and Leading Function 1

vii
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4 | Staffing Function 1

5 | Recruitment and Selection 1
Module 3

1 | Employee Training and Development 1

2 | Motivation 1

3 | Forecasting 1

4 | Delegation and Decentralisation jof 1
Authority

5 | Social Responsibility 1

1

Total 15

HOW TO GET THE MOST FROM THIS COURSE

In distance learning, the study units replace @wurer. There is the
advantage of reading and working through the counsgerial at the
pace that suits the learner best. You are advisdairik of it as reading
the lecture as against listening to the lecturdre $tudy units provide
exercises for you to do at appropriate periodseastof receiving
exercises in the class.

Each unit has common features which are designadyopely, to
facilitate your reading. The first feature beingiatnoduction to the unit,
the manner in which each unit is integrated witheotunits and the
entire course. The second feature is a set of ilgmwbjectives. These
objectives should guide your study. After complgtithe unit, you
should go back and check whether you have achitheedbjectives or
not. The next feature is self- assessment exercsesly questions
which are found throughout each unit. The exerciaes designed
basically to help you recall what you have studad to assess your
learning by yourself. You should do each self-assesnt exercise and
the study question as you come to each in the studty The next
features are conclusion and summary at the enddf enit. These help
you to recall all the main topics discussed in itian content of each
unit. There are also tutor-marked assignmentseaetid of appropriate
units. Working on these questions will help you &chieve the
objectives of the unit and to prepare for the assgnts which you will
submit and the final examination.

It should take you a couple of hours to complegtualy unit, including
the exercises and assignments. Upon completiamedirst unit, you are
advised to note the length of time it took you, aheén use this
information to draw up a timetable to guide youwrdst of the remaining
units. The margins on either sides of each pagereant for you to
make notes on main ideas or key points for yougesehen revising the

viii
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course. These features are for your usage to mgntfy increase your
chances of passing the course.

FACILITATORSTUTORSAND TUTORIALS

There are 15 hours of tutorials provided in suppbrthis course. You
will be notified of the dates, times and locatioh these tutorials,
together with the names and phone number of ydar,tas soon as you
are allocated a tutorial group.

Your tutor will mark and comment on your assignmseikieep a close
watch on your progress and on any difficulties yoay encounter as
this will be of help to you during the course. Ymwst mail your tutor-
marked assignments to your tutor- well before the date (at least two
working days are required). They will be marked ymur tutor and
returned to you as soon as possible. Do not hegdacontact your tutor
by telephone, e-mail, or discussion board if yowecdeelp. The
following may be circumstances in which you wouldohdf help
necessary- when:

) you do not understand any part of the study unithe® assigned
readings.

o you have difficulty with the self-assessment exsasi

o you have a question or problem with an assignmatit ywour
tutor’'s comment on an assignment or with the gmadih an
assignment.

You should try your best to attend tutorials. Tisishe only chance to
have face-to-face contact with your tutor and to @sestions which are
answered instantly. You can raise any problem emeved in the
course of your study. To gain maximum benefit froourse tutorials,
prepare your list of questions ahead of time. Wallilearn a lot from
participating in the discussions.

SUMMARY

FMS 105- Elements of Managementl is intendedto exposestudentdo
thenitty -gritty of managingenerprises beit privateor public, corporate
or small businessenterprises, and government or non- governmental
organisationsUponcompletingthe courseyouwill beequippedwith the
knowledgerequiredo produceagoodresearchvork aswell.
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MODULE 1

Unit 1 Evolution of Management Theory

Unit 2 Management Functions and Behaviour
Unit 3 Decision-Making in Business

Unit 4 Planning

Unit 5 Control

UNIT 1 EVOLUTION OF MANAGEMENT THEORY
CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1  Pre-Industrial Period
3.2 Industrial Revolution
3.2.1 The Scientific Management Movement
3.2.1.1 Frederick Winston Taylor
3.2.1.2 Taylor’s Principles of Management
3.2.1.3 Charles Babbage
3.2.1.4 Frank Gilbreth
3.2.1.5 Henry Fayol's Emphasis on Administration
3.3  Modern Approaches to Management
3.3.1 The Management Process
3.3.2 Empirical School
3.3.3 Human Relations School
3.3.4 Decision Theory School
3.3.5 Mathematical School
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

Management is as old as man. There are sevemigheand principles
under which the discipline operates. The prinameiding operations
of managers have evolved over time. The evolutpwardevelopment
of management is spread over several periods. fidrerm this unit, we
shall be studying the evolutionary process of manant as a
discipline.
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2.0 OBJECTIVES

At the end of this unit, you should be able to:

) discuss the evolutionary process of management discgline
from the pre-industrial period to the modern-day

. illustrate the contributions of the various managetischolars

) explain modern approaches to management

) describe management process as propounded by ya&gbools.

3.0 MAIN CONTENT
3.1 Pre-Industrial Period

In the pre-industrial period, management was pradtby various parts
of the world including Africa. The well-known kingdh of Ghana, Mali

and Songhai are known to have had a wonderful ddtrative system.

Ghana’s judicial system, for example, was well aigad and managed
and had both a lower court and a court of app&&le army was very
efficient and well disciplined that the King of Gteacan put up 200,000
warriors in the field within a short notice.

The importance attached to commerce and craftsnpanss evidenced
by the lucrative trade between Ghana and othertdesrsuch as Spain,
Morocco, and all North African countries. The skopf the local
craftsmen dotted the market places. Cloth weavpoiters and
shoemakers were abundant, and some employed naordvib scores of
men and apprentices. What is said of Ghana caaideof Mali. Taxes
were very efficiently collected from businessmeil anaftsmen, wood
carvers, silversmiths, goldsmiths, copper smitheawers, tanners and
dyers. The King's affairs were so well organised so efficiently and
effectively run that it was devoid of bureaucracyhe Kings planned,
organised, and coordinated the international tthdé existed between
their kingdoms / countries and foreign countries.

Another well documented, properly organised managegraystem was
that of the Egyptians who carried out organisedvitiels such as the
construction of pyramids, irrigation projects ahe building of canals.
The Pharaohs and their viziers were the managers planned,
organised and directed and controlled the work h&f subordinates.
Management of enterprises was also practiced byB#iwylonians, the
Romans and the Greeks who were engaged in commerce.
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3.2 Industrial Revolution

This was the period of intellectual awakening wlilea scientific and
technological discoveries of Galileo, Watt, Gilbemid Harvey, and
other prominent geniuses gave rise to the induis@alution. One of
the major advantages of the industrial revolut®mnhiat it gave birth to
accelerated rate of resources accumulation angrtiveth of large scale
enterprises. It brought under one roof- hundrédsnagployees working
together.

This created its own management problems for tlieereneurs. It
made the division of labour, specialisation and edation of

responsibilities necessary as the owner-managetd coo longer

supervise all his operations alone. The entrepremes forced by
competition to engage in crude performance of mamalgfunctions.

He still regarded his employees as part of his 1o Employees

resented the factory conditions and the meager svadple employers
fought back with “blacklist”, dismissal and threafEhere were series of
pools, mergers and trusts as a way of adaptingetenvironment.

With this, emerged different concepts and prinGpe@ how to manage
a business effectively. These are convenientlyddiv here into four
groups as listed below.

(@) The scientific management movement;
(b)  The human relations school;

(c)  The administrative school, and

(d)  The modern approaches to management

Let us look at these one after the other.
3.2.1 The Scientific Management Movement

The scientific management school placed special hasip upon
production. Their main pre-occupation was whatdto in order to
increase employee productivity so that the entregue could realise
enough revenue. Scientific management was intetaledng about “a
complete mental revolution”, which must occur ire tminds of the
workmen and management.

3.2.1.1 Frederick Winston Taylor

Frederick W. Taylor is often referred to as thehéat of scientific
management. According to Taylor:
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Scientific management is not any efficient devicet a device of any
kind for securing efficiency; it is not a new systef figuring cost; it is
not a new scheme of paying men, it is not a pieckkwystem, it is not
a bonus system; it is not a premium system, ibtsanscheme for paying
men,; it is not holding a stopwatch on a man writimggs down on him.

According to Taylor, the essence of scientific ngemaent is to:

(@) increase the output of the average employek, an
(b)  improve the efficiency of management.

He opines that each worker is motivated by findnoeed and that his
tendency for restricting output is fear of replaeem To solve this, he
advocates complete education of employees to ttiettiat their need
for more money and job security can only be meinloyeased output at
a low cost. He advocates placing workers on aepweork in order to
encourage them to earn more.

3.2.1.2 Taylor’'s Principles of Management
Taylor’s principles of management can be summatises!:

(a) the gathering, analysis and codification of‘mlle of thumb” and
data existing in business;

(b)  careful selection of employees and developroémimployees to
enable them attain their optimum potential,

(c) educating men on scientific method that hasnbested and
proved to be effective;

(d) management should reorganise these in ordearty out their
duties properly.

Thus, Taylor insists that management should not osl tradition or
intuition, but rather should subject every job tocitical analysis,
inventive experiments and a thorough objective wat@dn which he
applied in the machine shop in order to attain bestlts. Taylor was
criticised for his lack of humanitarian concept.

3.2.1.3 Charles Babbage

One of the fore-runners of Frederick Taylor was li&aje who spent his
life working on the “Difference Engine”, a projecbnsidered to be a
fore-runner of our modern data processing equipmehtis major
contributions to the field of management include timderlisted.



FMS 105 MODULE 1

(@) Division of labour and specialisation- he stezk the need for
dividing and assigning labour on the basis of skile used pin
production to illustrate the benefits of divisiohlabour pointing
out the savings in time and the acquisition of Iskiithin a
relatively short time as a person concentrates oly @ne
operation.

(b)  Automatic operation- he stressed the needdplacing manual
operations by automatic machinery.

3.2.1.4 Frank Gilbreth

Gilbreth is known for his work on time and motictudies. His book
Cheaper by the Dozen, made him very popular. Gilbreth believed that
there was one best way which was believed to bevihethat required
the least motion.

He identified seventeen basic elements (listed vipelm on-the-job
motions which he called “Therblings” (Gilbreth spedckwards).

(1) Search

(2) Find

(3) Select

(4) Grasp

(5) Position

(6) Assemble
(7) Use

(8) Disassemble
(9) Inspect

(10) Transport loaded, moving hand or body witbadl
(11) Pre-position

(12) Release load

(13) Transport empty

(14) Wait-unavoidable

(15) Wait-avoidable

(16) Rest-necessary for overcoming fatigue, and
(17) Plan.

His other contribution was the development of awflohart which
highlighted the need for breaking an operation umdits and steps for
different employees to perform.
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3.2.1.5 Henri Fayol's Emphasis on Administration

The first principles of management were advocatgd ab French

engineer and geologist- Henri Fayol. He isolategtaof principles that
have been taught to other managers and studemtsuodgement over
the years. The fourteen (14) principles of manageroever all aspects
of management — human relations, scientific manageras advocated
by Babbage and Taylor. Fayol's principles of mamaget are as listed
below.

(1) Division of labour

(2)  Authority

(3) Discipline

(4)  Unity of command

(5)  Unity of direction

(6) Subordination of the individual interest to tpeneral interest
(7) Remuneration

(8) Centralisation

(9)  Scalar chain (line authority)
(10) Order

(11) Equity

(12) Stability of tenure of personnel
(13) Initiative

(14) Esprit de corps

In the development of management concept over dagsy no nation
appears to have a monopoly. Charles Babbage adi@riaie W. Taylor
are from the United States of America; Robert OvwgeB8cottish, while
George Elton Mayo is from Australia. They workedind the best way
of increasing the productivity of workers and imyarg their economic,
social and psychological well being.

3.3 Modern Approaches to Management

After a scholarly review of management concept dkieryears, Harold
Koontz in his articlé'The Management Theory Jungldias classified
the major “schools” of management into six broadaaras shown
below.

(1) The Management process
(2)  Empirical school

(3) Human relations school
(4) Decision theory school

(5) Mathematical school
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3.3.1 The Management Process School

This school of thought perceives management asoeeps of getting
things done (through people), operating in orgahigeoups. The
management process school attempts to establishoreejtual
framework, identify the principles and formulate theory of
management based on it. This group believes inuthieersality of
management. He grouped Henri Fayol, and Fredefiaklor as
belonging to the same school. This school, heebed, looks to the
function of managers.

3.3.2 Empirical School

This is Koontz's second classification. In thictsen are those who
studied management through the analysis of therexype of successful
managers. An attempt was made by examining theesafid operation

to form generalisation concerning the nature of ag@ment and the
ability to apply the best management techniquesiest Dale, the great
organiser typifies this group. The criticism foist school is in the area
of the danger of using the past to judge the pteserbelieving that

what appeared to be right in the past may fit @asibn in the present or
future.

It could be argued that the empirical school isntial to the
management process school. Taylor and Fayol wene with many
years of practical experience on the job and whey postulated were
based on their own experiences. Dale’s comparajpgoach is based
on structure- with less of experience. Both aindeiving concepts or
principles to be used as a guide for the practiceamagement.

3.3.3 Human Relations School

This group concentrates on the interpersonal olahip between
management and workers. This group places emphasisthe
understanding of employees by management. It s&semotivation,
meeting workers needs and aspirations. The schebéves that
effective use of human relationship will aid manaeget in realising the
organisational goals. The criticism for this sdhigathat it tries to link
management too loosely to the field of psychologgt aociology. The
study of group dynamics and interpersonal relahgnss not limited to
management.

3.3.4 Decision Theory School

This group believes in rational decision-making. hey perceive
management as engaged in constant selection ofeoof action from

7
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available alternatives. The group engages in tiayais of decision
from varying viewpoints — the economic rationale tbe decision,
decision makers and psychological aspects of adedsand decision-
making. Most of the members of this school areneaasts and they
tailor their analysis to include utility maximisati, indifference curve,
marginal curve and economic behaviour under unicgéyta They have
broadened the area of decision-making to includeryeaspect of the
organisation and all the factors that influenceehterprise.

3.3.5 Mathematical School

There is a class relationship between the matheatagtchool and the
decision theory school. These people classify tledras as
“management scientists”. They attempt to quantibme areas of
management such as planning, decision-making antlaton the form
of mathematical symbols and models. In recentdjrtias field is called
operations research. With the advent of computds, school has
gained recognition and has extended its activitemclude simulation
and game theories requiring sophisticated algebsimbols and
equations.

It can be seen from the above that this field ipragched by many
experts in different ways. As it has been poirday it is best to use the
systems concept as a way of describing the totgresation rather than
emphasising a specific function as enunciated bw#rious schools.

4.0 CONCLUSION

The discussion in this unit has taken us throughetiolutionary process
of management from the pre-industrial period thiougnedieval,
industrial revolution to modern-day management.u Yxave also been
exposed to the approaches to modern managememnaainds schools
of thought in management.

5.0 SUMMARY

In this unit, you have learnt the evolution of mg@ment theory, as well
as the contributions of various management expmerisractitioners to
the development of management principles.

6.0 TUTOR-MARKED ASSIGNMENT

What are the major contributions of scientific mg@ment
movement?

Write short notes on the following and show thelationship:

a. Division of labour
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b. Specialisation
7.0 REFERENCES/FURTHER READING
Aturu-Aghedo, C. (2009rinciples and Practice of Management

Drucker, P. (1989)The Practice of Managementordan Hill, Oxford:
Butterworth-Heinemann.

Jones, G. R. & George, J. M. (2008pntemporary Manageme(3rd
Ed.). New York: McGraw Hill.

Leavitt, H. J. (1978).Management Psycholog{th Ed.). Chicago:
University of Chicago Press Ltd.

Managemenhttp://en.wikipedia.org/w/index.php Retrieved:  18th
September, 2009

Nwachukwu, C.C. (1992Management Theory and Practic®nitsha:
Africana FEP Publishers.

Robbins, S. P. & Coulter, M. (1996Management New Jersey:
Prentice-Hall.

Stoner, J. A.; Freeman, R. E. & Gilbert, D. R.)(J1995).Management
(6th Ed.) New Jersey: Prentice-Hall.

Udo, S. U. & Akpa, G. O. (2007)Educational Administration in
Nigeria: Theory and Practicelos: M. P. Ginac Concept, Ltd.



FMS 105 ELEMENTS OF MANAGEMENT |
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1.0 INTRODUCTION

There is no human endeavour that does not requiggep management
to make room for proper functioning. All types ofganisations
(whether profit making or non-profit making), gomerent

establishments, business enterprises, hospitatgecatives, churches,
require good management to function effectively.

Management is one of the most important human idesv that
permeate all organisations. Whenever people wodether for the

10
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attainment of a predetermined objective, therensed for management
that is charged with the responsibility of ensurihgt the aims and
objectives of the organisation are realised. It tie manager's
responsibility to ensure that every member of theug contributes
his/her best. To get people to put in their bes¢ manager has to
understand people, their emotional, physical amellectual needs. He
has to appreciate that each member of the grougisaswn personal
needs and aspirations and that these are influelmgeslich factors as
ethnic, social, political, economic and the tecbgatal environment
which he is part of.

Not all people can manage effectively or aspirenemagement position.
Whenever people work together, there is generalheed for the co-
ordination of efforts in order to attain expectabults in reasonable
time, and with minimum amount of money, discomfortenergy. All

people who oversee the function of other people whest work in

subordinate position are managers. Managers aoplgpevho are

primarily responsible for the achievement of orgational goals. Any
organisation that fails to realize its objectiveteof blames it on
management. In those enterprises that the stodetwfeel that they do
not attain their objectives, there is a tendencybllame it. on those
responsible for piloting the affairs of the orgatisn management.
Thus management is often accused of lack of inBatineptitude,

misconduct or are said to be unqualified and alleccaipon to resign.
The manager is the individual to provide the dyr@afarce or direction.

He is the person in charge or expected to attainltse

The manager does not spend all his time managiags ke a football

coach. He does not play the game but directs tngepd on how to play.
Like a vice-chancellor of a university, he does have to teach in the
classroom but must plan admission, develop comesiteepresent the
university, have budgets and reports prepared asdre that students
are properly housed. A manager that fails to a&higne objectives as
expected, is either dismissed or asked to resigtarge organisations,
such as the civil service or Government Corporatibiere are often
many instances of dismissals, transfers, demotamts promotions. A

manager is expected to possess special talentslitiea, quite different

from non-managers. In all countries, management drasrged as a
leading group in our economic society. They ardéaascby themselves,
distinct from ownership and labour. According tad?drucker, "rarely,

if ever, has a. new basic institution; or new leigdgroup, a new central
function, emerged as fast as has management diceutn of the

century.”
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2.0 OBJECTIVES

At the end of this unit, you should be able to:

o define management as a concept

o differentiate between management as an art ancieaxs

) state the concepts, principles and theories of gemant

) describe the universality of management and managers a
system

o discuss organisational goals and objectives.

SELF-ASSESSMENT EXERCISE

What are the major functions of management? Ibustryour answer
with examples.

3.0 MAIN CONTENT
3.1 Meaning of Management

Different meanings have been attributed to the wbmdnagement".
Some people see it as referring to a group of geofhey think of a
management team or a group of individuals in anamisation.

Management is also seen as a process demandipgitioemance of a
specific function. Here management is a professibo. a student,

management is an academic discipline. In this mt&tapeople study the
art of managing or management science. AccordinghéoAmerican

Institute of Management:

It is used to designate either a group of functionshe
personnel who carry them out; to describe either an
organisation's official hierarchy or the activitie§ men
who compose it: to provide antonym to either labour
ownership.

Management is defined as "getting things done tjinoothers”. It can
be more scientifically defined as the co-ordinawdrall the resources of
an organisation through the process of planningamsing, directing,
and controlling in order to attain organisationbjextives. Management
Is the guidance or direction of people towards oiggtional goals or
objectives. It can also be seen as the supervisimgtrolling and co-
coordinating of activity to attain optimum resuitsth organisational
resources.
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3.1.1 Management as Art
According to C.C. Nwachukwu (1992:4):

Art is the imposition of a pattern, a vision of &ale, on
many disparate parts so as to create a represeniaiti
that vision; art is an imposition of order on chadbe
artist has to have not only the vision that he h@ wants
to communicate, but also skills or craft with whiti
present the vision. This process entails choosimg t
correct art form, the correct techniques. In godd the
result is a blending of vision and craft that inxed the
viewer, reader, or listener without requiring thaé
separates the parts, in order to appreciate théewho

Art requires technical skill, and conceptual apilitAn artist must

possess the know-how in order to create a desilgecio To be a

successful or creative artist, one has to undeistae fundamental

principles governing it. In the same manner, talseiccessful manager,
or top flight executive, one has to master theoAnnanaging. When

one sees management as an art, one thinks ofveredility and special

aptitude to design or effect a desired result.

There are special areas of management that asuhjgct to the rigours
of science. The manager, as a result, has to depempast experience
and judgement instead of depending on any testdbtdnical
knowledge as is the case in engineering, physicsuorey. In special
areas as human behaviour, instances abound wieeneathager will rely
on experience collected over the years throughtipedcexperience.
The application of this knowledge to individualusition is seen as an
art- for the acquisition is not subject to the tgoof science.

3.1.2 Management as Science

Frederick W. Taylor is known as the father of stifemmanagement.

This title he earned by his pioneering effortsakiing exception to the
traditional approach to management that tends pemt on intuition;

past experiences or hunches. Scientific managensestthe methods of
science in making decisions and evaluating its eguences. Science
attempts through systematic procedure to estalthghrelationships

between variables and the underlying principles. ndgment is

science, when it employs systematic procedure iensfic methods to

obtain complete information about a problem undsrsaeration; and
the solution is subjected to rigorous control pchoes to ensure the
correctness and establish validity.
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It must be observed that the two are not mutuakglusive, but
complementary. A good manager must know the cosaamd principles
of management (management science) and also happy them in
unique situations. A successful manager blendsresqpee with science
in order to achieve a desired result. One decisimuid involve both
science and art in order to attain total resulirdds The ability to use
both judiciously makes for a successful manager.

3.2 Principles of Management

Principles are best seen as fundamental or getrathlon which other
truths depend. This implies a dependent and indbpenrelationship. It
could be descriptive, prescriptive or normative.ugha principle
describes a relationship or what should be donsoihething else
happens.

It is often difficult to formulate principles in magement because of the
difficulty in conducting controlled experiments. ©nof the most
important variables — people, is not easy to céntkbost of the
principles of management in use today were develdpeobservation
and deduction. This is because management priscgre subject to
change and interpretation than are the laws irpkiysical sciences. One
of the principles of management- unity of commasigdtes thatach
subordinate should be accountable to one, and amg superior.
Sometimes this principle is violated, especialljhew an organisation
has established, well-defined superior — subordinalationships. There
iIs a need for principles of management. It helpstoease efficiency
since the manager uses established guidelinedgsblkre his everyday
problems.

Principles of management help in subordinate deveént. Without
these principles, development will depend on &iad error. A course in
management development stresses the time testezpbes formulated
over the years by experience and experimentatiayolF after more
than 40 years of practical business experiencey dpehis principles of
management. The same is true of Taylor, Chestend8drand Alvin
Brown. Without principles, the understanding andvedepment of
management will be an arduous task.

One of the most important impacts of principleshiat it has helped to
promote research in management. Management ism@&xact science;
it deals with people whose behaviour is unpredietadind complex.
Research is often difficult without some establsh@inciples. Most
researches in management deal with tested faetstablish validity and
reliability.

14



FMS 105 MODULE 1

3.3 Concept and Theory of Management

Concepts are abstractions formed from generalisatiGoncepts are the
corner stone for the development of principles trebry. In reality, a
concept is a commonly agreed upon definition ofolfect, event or
process. The importance of concept can be illedréty the fact that
unless a concept is very clear to those who mustthusm, knowledge
cannot be effectively transferred to another per3tie same word must
mean the same thing to all people. The words "mamagt" and
"organisation" are typical examples. They do ngvesp to imply the
same phenomena among various persons.

A scholarly grouping of concepts and principlesates a theory. A
theory presents a framework of principles and cptsefor the

clarification of a theory. A theory presents in arnmhal manner
interrelated principles. Thus, the theory of mamaget is the synthesis
of the concepts and principles of management. We,has a result of
this systematic synthesis, many theories — orgaomsaheory, theories
of leadership, theories X and Y, Graicunas theonygl ahe like.

Management theory attempts to present in a cortteranner loose
facts about human behaviour in organisation.

3.4 Management as a System

The system approach to management encourages magrRigeo

perceive the internal and external environmentztiols as an integrated
whole. As a result of this system’s concept, thenager views the
physical, human, environmental and psychologiceéti® of the job as
linking to form an integrated whole. An example afsystem is the
motor car. The parts are assembled in a mannerodupe a unified

whole. Every system is made up of subsystems. Rerslstem to
function effectively, the subsystems must functieffiectively. In a

general sense, the human being is a complex systade up of sub-
systems such as the circulatory system, the ayddystem and so on.
These sub-systems are inter-dependent. When arnyeoh fails to

function effectively, the entire system experienaegvere setback.

The system’s concept is often used in business ighlight the

interrelationship between the functional areas @hagement. These
functional areas such as production, marketinganfo@, procurement
and personnel could be seen as the subsystemse Turections must be
properly coordinated for the enterprise to attasndesired objectives.
The function of the manager has to do with managegsystem. He is
to create and define the objective of each sulesysind integrate the
subsystems. The success of a manager goes beyentkftective"

management of any of the functional areas — (fieamoarketing, or
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production). He must not only strive to achieve ¢hgctives of each of
the functional areas, but also attain integratethrttz®@d company
objectives. Failure to recognise this fact can me&eh system pull in
the opposite direction and a common objective n@\be attained.

The interrelationship in a system can be demomsirdty a simple
illustration. For the sales department to meetvede}i dates promised to
customers, it has to rely on the production targbg purchases
department must order enough raw materials. For pghechases
department to order enough raw materials, the axtsaepartment must
make enough money available- in time for the otdebe placed and
received on schedule.

The success of any system depends on the relafohstween the
system and its sub-systems. In a business orgmms&actors such as
goal clarity authority relationships and the stuwiictg of the sub-
systems could affect the performance of the esistem. The systems
approach to management recognises that managergst@ms is a
complex formal system organised to functional dfety and
efficiently to achieve a desired goal. Where th&tesy does not function
as expected as a result of poor communicationppalisy clashes, poor
or lack of goal congruency, the entire organisasiofiers.

3.5 Universality of Management

Management function is identical in all formal ongeations- whether it
Is a profit-making organisation or a non-profit-nrak organisation. All
people who occupy management positions performstrae type of
functions. They plan, organise, staff, direct andtwl. They get things
done through and with subordinates. Their princieaponsibility is to
achieve organisational objectives through groupresf

The concept of the universality of management iegplithat all
managers, irrespective of their position in theaoigational hierarchy,
perform (at one time or the other) identical fuont. The concept also
connotes that management know-how is transferalbten fone
organisation to another. Managers seldom perfoematttual activities
themselves. Their functions are managerial, ndirtieal.

What managers do in organisations are the same —

Managers make decisions.

Managers focus on objectives.

Managers plan and set policies.

They organise.

They communicate with subordinates, colleagunessuperiors.

arwnhPE
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6. They direct and supervise by securing actudgopeance from
subordinates.
7. They control organisational activities.

It is as a result of all these multiple functiormmatt management has
grown into a big profession. The professional managho occupies an
important position in the organisation, thinks abthe corporation and
its health and growth. The chief executive is, fexample, a
professional manager who owes no allegiance tmetifan or specialty,
for his function is to guide and direct the compasyan integrated unit-
not in managing its separate parts.

3.6 Organisational Goals/Objectives

All organisations are purposive. They are estabtisto accomplish an
objective. Individuals in an organisation work irrder to help
accomplish these objectives. These individuals weshccomplish their
own goals through the organisation. When the gohlhe individual
and the goals of the organisations are the same,hawee goal
congruency. An organisation’s goal can be impheit require explicit
formulation before they can be realised. Goals lbandifferentiated
between official and operative goals. Official poare mainly for
“public consumption”, while operative goals are gadhat are, in fact,
pursued by the organisation and this influencesperation. It could be
the official goal of the Nigerian National PetrobeuCorporation to
protect the environment while the company dumphipoits into rivers,
streams and lakes. Here the official goal refletisietal expectations
from it. In some instances, the official goal amérative goals could be
the same and only differ by the degree of spetyfici

3.6.1 Characteristics of Good Goals

Certain basic characteristics distinguish good gdabm "wishes".
Good goals must possess the following qualities.

(@) They must be specific and clearly stated.

(b)  Their achievement must be measurable or adbiii

(c)  They must be realistic.

(d)  They must specify period of achievement.

(e) They must include intermediate targets or gti@t will facilitate
the attainment of the major objectives.

() Objective must be modern and up to date.

() They must be ranked according to relative irtepwe.

Thus a good objective is measurable, specificfiabie and attainable.
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3.6.2 Advantages of Organisational Objectives

The importance of organisational objective in aaleping country can
hardly be overemphasised. As pointed out earliegnagement
personnel in developing countries are young, inggpeed and often
have a shallow concept of organisational princigilés not unusual for
the owner not to have clearly stated objectivesepk¢to maximise
profit". In public corporations, for example, theipjectives are general-
at best. Often one hears such phrases as "maké"priife self
supporting” etc., and these objectives move froafipmaking to social
welfare redistribution. In civil service, the sitioa is worst. There are
no targets, no deadlines or definite expectatioos fmanagement. It is
important to highlight the need for goals.

0] Organisational goals help the organisation to orienitself to
its environment. A typical environment presents management
with risks and opportunities. A good goal makesdhganisation
while helping to exploit the opportunities to minga the impact
of risks.

(i)  Good organisational goals help in policy formulatio and
administration. All policy issues such as marketing policy,
production and purchasing policy, personnel podog financial
policy are influenced by company objectives. Ifrepnaceutical
company wishes to be a leader in rheumatic, muscamhal
neuralgic pain tablets and research, the persopoleies and
practices must provide for the recruitment of gyadcientists for
its research work. As well, production policies mbe highly
imaginative and flexible to adapt to the attainmerit the
objectives; and the financial policy must allow &afequate funds
for creative research and liberal remunerationttiaet seasoned
researchers and salesmen.

(i)  Clearly stated objectiveshelp all sub-systems to pull in the
same direction, thus making for easy co-ordinatibmctivities.
Sales department and production department will ptement
each other. Production will insist on quality puots to reduce
rejects and returns; and, the sales departmentnatlipromise
unrealistic delivery dates, or insist on allowingabunts on high
quality items. Advertising will stress quality asdrvice- and not
price.

(iv)  Clear objectives make faonsistency and unity of purpose and
direction. It prevents management from stressing short-ainsg
at the expense of long-run company objectives. €ibfes serve
as motivators and provide a definite direction.

18



FMS 105 MODULE 1

3.6.3 Common Organisational Goals

There was a time that economists believed thatsthe purpose of any
business is to maximise profit". This concept ¥ shared by many
people in developing countries. These organisatisingss short-run
objectives. In their recruitment policy, they wiillre poorly qualified

employees who use their companies as a trainingingrao gain

experience; they insist on high mark-up, and lont-stores. In the long-
run, they lose business to bigger organisationsitisast on well trained,
experienced employees with its attendant low castaaresult of

reduction in the number of rejects and returnstozusr loyalty, and the
advantages that accrue from high turnover of prtsduc

The major organisational goals include the follagvin

(@)  Profitability

(b)  Survival

(c) Growth

(d)  Market-share

(e)  Productivity

() Innovation

() Employee welfare

(h)  Service to customers and
0] Social responsibility.

It must be emphasised that objectives must beosesviery department,
for each supervisor and for every employee. “imgportant that every
human being has one or more goals towards whicis B&iving. It is
supreme in his thoughts and serves as the pinmddleis hopes and
ambition".

3.6.4 Personal and Organisational Objectives

As pointed out, all individuals have personal obyexs which they plan
to achieve through the organisation. People a@ manner that will
help them to attain desired objectives. A. typieaiployee’s goals can
be divided into two main groups. There are cerntdijectives that he/she
aims at achieving in the short-run and those tleatooks forward to
achieving sometimes in the future. Some of thégectives can include
money, excitement, security, happy life, leadergapition, recognition
in the society and many other broad objectives. &wnes no clear-cut
distinction is made as to the best way to attagmttand no real priority
is placed on them. Somehow, in his head, even if properly
articulated, there is some form of hierarchy ofechjyes. As a rational
being, he will behave in a way that will lead te @ttainment of valued
goals.
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An employee is consistently evaluating whether dhganisation is the
instrument through which he can attain his own goahd trying to
determine whether his objectives are consisteriy Wit goals of the
organisation and others in the organisation. Wh#rese differ
remarkably, there is a conflict. The degree of thsparity in objectives
determines the intensity of the conflict. If thelividual discovers that
the objectives are diametrically opposed, he magtdb withdraw his
services if he has an alternative opportunity. df has none, he may
decide to reorient his objectives to arrive at asomable compromise
between his objectives and organisational goalsrfperson has zones
of indifference. This zone is said to be narrova iperson is relatively
intolerant of disagreements between his goals dmuset of the
organisation, if the person remains loyal- irresppecof disagreements.

Individual objectives should be incorporated in amgational
objectives, and sincere efforts should be maderdieroto realise both.
An individual who finds his objectives in seriousndlict with
organisational objectives should withdraw his smsi from the
organisation. Organisations and individuals functetter when there is
goal congruency. Each then works toward the raais@f the common
objective for his survival depends on it.

Company Objective
capture 70% of the

Market
Production Objective: Marketing Objectives Company Objective
Produce 8,750, Reduce|| increase Sales by 25%q capture 70% of the
Reject by 10% Market

Figure 2.1: Chart of Objectives
Source:C. C. Nwachukwu (1988:13)]

From the above chart, one has to conclude thayealegartment in the
organisation should have well spelt out goals. Whisuld layout the
contribution expected from each department. It khalso spell out
what contributions each unit expects from otheragigpents towards the
achievement of its goals.
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As C.C. Nwachukwu (1992:13) summarises it:

To obtain balanced efforts the objectives of alhagers

on all levels and in all areas should also be kagedabth
short-range and long-range considerations. An@pafse

all objectives should always contain both the thlagi
busi-ness objectives and the intangible objectifes
manager, organisation and development, worker
performance and attitude, and public responsibility
Anything else is short sighted and impracticable.

Well articulated organisational objective elimiretenanagement by
“crisis" and "drives". Many executives in Nigeriaeat 62%, claim that
there are no well written .organisational objediwsther for the entire
organisation or for the departments or units. Thal service is
characterised by management, by drive or crisiseNgker a project is
envisioned, employees are driven to accomplishothjective only to
relax thereafter. Management by drive is an adomssif lack of
planning and betrays incompetency.

Organisations must make it possible for each uaitnmeasure its

performances quantitatively or qualitatively. Thigs as a feedback for
the manager who periodically evaluates his ownqguerance as a self-
imposed appraisal.

3.7 Nigerian Civil Service

One of the major problems-as identified earliernfoenting the
Nigerian civil service is lack of clear objectivélhe objectives of the
civil service are intangible so are their resulibe aim of the civil
service is "to serve the people”. This sounds authig and cannot
easily be subjected to any quantitative or qualtaevaluation. To
determine when a civil service has become residhted entails having
specific, limited, clearly defined targets to bec@oplished within a
given time. As Drucker puts it, "only if targeteatefined can resources
be allocated to their attainment and deadlinesaset,somebody can be
held accountable for results".

The Nigerian civil service does not have definitepextation from

employees because goals are, at best, hazy evdre ttevel of key
management personnel who end up becoming "adnatosst’ instead
of managers. Lack of clear-cut objectives and gadalsin part,

responsible for the constant personality clashgsessive red-tapism
and bureaucracy. Many key executives, "push filsl lack initiative

and ingenuity.
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3.8 Objectives of Nigerian Businessmen

One of the critici FMS often voiced against Nigerian indigenous
businessmernis their lack of clearly statedobjectves andthe fact that
they adopta very narrow conceptof their function andoften stressthe
wrong objectives in their enterprises Below is given the business
objectivesof someNigerianindigenoususinessmen

Table2.1:  Objectives of Nigerian Businessmen

Factors 1% Choice n =108
n%
To make money or profit - 47
To grow larger - 6
To be very successful in business - 10
To provide a good product - 5
To contribute to community development - 10
To provide jobs for relations and friends - 9
To be independent - 5
To leave something for my children - 4
Others - 4
100

The table above shows that in this study, 47% efrdspondents gave
the making of money or profit as their first chqigéhereas those with
the desire to grow larger and be successful inmlessi constitute 6% and
10% respectively. The selection of good objectisean aid to the

successful operation of an enterprise.

3.8.1 Multiple Objectives

From the foregoing analysis, it can be inferred #gach organisation has
multiple objectives. There should be no conflict the various

objectives. These objectives should form a logicatwork for the

optimal attainment of organisational goals. Oneectiye should be
instrumental to the realisation of another objextivhe higher the
company’s share of the market- other things betuggk the higher the
overall profit. The more qualified and aggressitie sales force, the
higher the volume of sales per salesman.

Below is a summary of the importance attached tohegoal by

company directors. The questionnaire was adapteoh fGeorge E.
England.
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Table2.2: Responses for 365 Managers to Importance of Various

Goals

N = 365
Goals of Business Organisation % of total group indicating

very important
High Productivity - 85
Profit Maximisation - 72
Efficiency - 68
Organisational Stability - 65
Organisational Growth - 60
Industrial Leadership - 40
Employee Welfare - 52
Social Welfare - 10

3.8.2 Business and Ethics

The discussion on business and ethics is more bammoin Nigeria than

in many other countries because of many instantceeaihical business
practices in the country. It is widely discussedhia media that there is
corruption in all aspects of Nigerian life. You leato bribe a cashier to
get paid; you have to offer money to a clerk to enalre that your file

does not disappear; you have to bribe a doctor puldic hospital to

receive treatment and you cannot renew your drilicense unless you
offer a gift to the officer in charge.

In government circles, the demand for 10% kickbatkhe contract sum
is the accepted norm. Businessmen are not leftirouihe corrupt

practices. Executives are known to have made sa@umsidns in order

to benefit themselves rather than to optimise puldervice. An

executive in any decision to purchase equipmeexpected to take such
factors such as availability of parts, cost, gyaldelivery time and

operating cost into serious consideration befadea@sion to purchase is
reached. Some executives ignore these importais fia order to

receive “kickbacks” of 10 — 20% of the cost of ggiipment.

3.8.3 Conflict of Interest

Conflict of interest arises when an executive dedth a company in
which it has vested interest. An executive who maority shareholder
in a company that is their major supplier of rawtenal is "likely to’
have a conflict of interest. The same fact is tuleen a manager is the
owner of a company that has contracts to constaaxds, buildings, or
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offers any other contract for the organisation. Tienager will find it

difficult to enforce quality or engage in worthwdibargaining. He will,

most likely, divulge classified information to kiempany on the lowest
and highest bids already received. In order tochaotonflict of interest,

some companies have rules that state that:

no member of management of the company is allowed t
accept any gift or gratuities from third personsialih
might conceivably tend to induce him to violate tiigies

to the company or to have any appreciable inteneahy
business enterprise which is a supplier or hasnbkssi
relationships with the company.

The punishment for the violation of such rulesigissal.
3.9 Unethical Business Practices in Nigeria

The most common unethical business practices ierNigare presented
below.

Outright bribery

Unfair practices in pricing

Price discrimination

Dishonest advertising

Price collusion by competitors
Unfair and prejudice in recruitment
Cheating of customers

Dishonest advertising

: Unfair credit practices

10. Overselling

11. Collusion by competitors

12. Dishonesty in making and keeping to contracts.

©CoNok~wWNE

3.9.1 Factors that Determine Ethical Conduct — Socially
Accepted Ethics

An organisation is an integral part of the sociatgd is influenced by
social, political, economic and technological fastgrevailing in a
society. The ethical conduct of an organisatiom ipart determined by
the moral ethics prevailing in the society as a lvhdf the society
condones general laxity that will influence the amigation, the society
sets the ethical climate.
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3.9.2 Ethical Climate in the Industry

The ethical climate in an industry influences thehdwiour of a
company. As 10-20% commission appears to be thepted sum- as
kickback, for the award of contract in Nigeria, Bvecompany
competing for a contract has to build in such a migsion Iin its

guotation if it wants to win the contract. The gedeeling shared by
many company executives is "if you can't beat th@mn, them". Thus,
garri sellers, and rice sellers have the "magic cup"sétl their

commodities to a customer unless the customermitawt. The general
attitude seems to be caveat emptor (let the bugweate.)

3.9.3 A Man’s Personal Code of Behaviour

There are many honest and sincere people in ogams who will
eschew riches if the only way to be rich is througtethical practices.
They are guided by their personal conviction anasceence. If they are
company executives, they set the tone and get tteerfollow. In
general, the ethical standard of an organisatiodefgendent upon the
ethical standard of each member of the group.

3.9.4 The Behaviour of Management

The ethical standards of a company are determinedhe ethical
standards of the executive. They set the ethichhWeural patterns to
be emulated by the subordinates. If they resent fandy condemn
unethical practices in the company, the subordmatidl toe the line.
The subordinates' ethical behaviour is reinforced afluenced by the
behaviour of management. The two factors, indivighgasonal code of
conduct and the organisation's ethical values ohter the
organisation's code of conduct- for each reinfortdes other. In a
company where management is made up of men ofritytegthical
standards are likely to prevail. If management geisgood company
policies governing the relationship with their @mers, competitors and
the general public, ethical behaviour will prevail.

Baumbhart aptly summarises the factors determinthigga conduct and
unethical conduct as follows.

(a) Factors determining ethical decision

A man's personal code of behaviour
Behaviour of a man's superior in the company
Formal company policy

Ethical climate of the industry

Behaviour of a man's equals in the company

akrwpnPE
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(b)  Factors determining unethical decisions

The behaviour of a man's superior in a company
Ethical climate of the industry

Behaviour of colleagues in the company

Lack of company policy

Personal financial needs.

arwnhPE

4.0 CONCLUSION

In this unit, you have learnt about managementtfans and behaviour,
definition of management and reasons for management

5.0 SUMMARY
In this unit, you have been exposed to the follgwin

definition of management

differences between management and the act of nmgnag

the reasons for management

the position of various authors on management aataand as a
science

the principles, concepts and theory of management

the universality of management

o organisational goals and objectives.

6.0 TUTOR-MARKED ASSIGNMENT

Write short notes on the following:

1. multiple goals objectives
2. concept and Theory of management
3. principles of management.
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5.0 Summary
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1.0 INTRODUCTION

In business, there are absolutely no right or wraegisions but
intelligent choices. What one considers a rightislen in a particular
time frame may turn out to be an unintelligent dii if the
circumstances change. This is particularly trueemeloping countries
where most of the variables required for intelligdecision are lacking.
In some industries, the total production is unknpwe consumption
pattern is not clear, the total population is asgueork, supply of raw
materials is influenced by political consideratiamd the lead time for
the supply of raw material is most unpredictable.

An entrepreneur may decide to import large quastiof raw material
because it is under license. The restriction @ltifted within a month
after the importation, purely on political groundsithout giving

consideration to its consequences on the succespfiation of the
businessmen in the industry.
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Decision-making is one of the most crucial actestiof management.
The necessity to decide is the everyday preocaupafi management in
all types of organisations, whether small entegwrisr multi-national

corporations. The decisions that management htek&are sometimes
simple and in other instances, complex and ovemvimgl. A decision to

increase production in a particular industry cancessitate the
employment of more labour, increase in plant cdapaeicquisition of

more equipment, borrowing of money and the magerh new

technological know-how.

This decision can affect the entire economic clenaesulting in full
employment, with its attendant consequences — aseren money in

circulation and inflation. In this unit, you willebintroduced to decision-
making and all that it entails.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

define decision-making

identify the process involved in decision-making

classify decisions

highlight the stages in decision-making

describe group decision-making

discuss creative thinking and steps involved irmatve thinking.

3.0 MAIN CONTENT
3.1 Decision-Making Process
Definition

A decision is the selection of alternative courkaaiion from available

alternatives in order to achieve a given objectiféne decision process
is influenced by the unique environment of the sieci maker, his

organisational position, available knowledge angegience in decision-
making. A decision is a choice aimed at achievapgmum result in a

given situation.

Decisions are made when a person finds himselfsiuation where he
must act and he is not quite sure of the choice whih give the best

result. A decision can be seen as a mental prabtessforces us to
analyse the situation in order to master it, orease our knowledge of
the area in which decision is to be made. An liget decision is one
which yields the best intelligent response to aatibn. Decisions aim
at making things happen — in order to achieve gectibe. Absence of
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a decision is a decision. A decision not to actoopostpone a major

decision is a decision.

3.2 Nature of Decision-Making

As pointed out earlier, decision-making presuppdbes existence of
alternatives. From these alternatives, the datisiaker selects the one

that will yield the desired result.

This entailetexistence of some

criteria for measuring or comparing the desirapitif the alternatives in
Figure 3.1 below shows ¢lructure of
decision-making. According to Buffa, all decisiogs through this

relation to the purpose.

process.

System for
forecasting
performance of
alternatives

DATA

1 2 3 4 5
v v //
Decision
criterion

Criteria and values
which measure
alternatives

7

Figure 3.1: Structure of Decision-Making

N

Decision course of actiol
which maximises

n

desirability

Each alternative can have desirable and undesirabpects. The
alternative that appears to have the most desiraisldt- based on our
‘decisioncriterion’ is the one to be selected. Every decision i®dam
a probability that the anticipated event will occutf a quantitative
method is used, the value of each alternativenspeted. The course of
action that maximises the final desirability is théonal decision.

3.3 Classification of Decision

Decision-making can be classified into three mgpoups:

- decision-making under certainty
- decision-making under risk
- decision-making under uncertainty.
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(@) Decision-making under certainty

Certainty — it is assumed that there is a singbesp complete and
accurate knowledge of the consequence of each.event

A decision made with full knowledge of the occuerof an event is
said to be decision under certainty. In this gitum the decision maker
knows what the stated value of the pay-off is eigubd¢o be. If, for
instance, the value is N1.00, in making the denisioe has to select the
alternative that gives the expected pay-off of 1.0Assuming that a
service organisation wishes to determine the clstapay of handling
its security services and finds out that:

(@) if it subcontracts security service, it would cds$?,000 per
annum;

(b) if it handles its own security by hiring 4 secutyen, it would
cost-N1L0,000 per annum,;

(c) ifitinstalls burglary proof and other security aseires it would
costAL2,000 per annum.

In this situation, it is easy to select plan (ajcs it entails the lowest
cost.

(b)  Decision-making under risk

Uncertainty — the consequence of each choice cammatefined by a
correspondence relationship even within a probsthalframework.

(c) Decision-making under uncertainty

Risk — it is assumed that accurate knowledge altoeitprobability
distribution of the consequence of each alternarists.

3.4 Stages in Decision-Making

Every decision-making process has some basic elsnemrder to be
effective. They include:

- the formulation of goal or goals

- mental process to acquire knowledge on the stat
- analysis to determine alternative course of actio

- choice procedure

- implementation.
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Formulation of aoa

|

Acauire knowledae of the proble

|

Analvse the situation to determine alternai

|

Select alternati\

|

Implementatio

Figure 3.2: Elements in Decision-Making
(@) Formulation of goals

For one to make a decision, one must have goatsotie expects to
achieve. The goals to be achieved may be detedmimg the
organisation and could aim at minimising cost oximésing profit. In
the case of the production manager, the decisitmaaievel could be to
reduce rejects by 20 percent or increase averdagetdoy 10 percent.

(b)  Acquire knowledge

A rational decision requires the decision makea¢quire a thorough
understanding of the problem in order to make aslligent choice.

This demands that the decision maker saturatesetimgh facts about
the situation. At this stage he seeks informafrom employees who
have expert knowledge about the situation undeystudVhen vital

decisions are to be made, “brainstorming” is enaged in order to
avoid costly, hasty decisions. It is advisableh&ar both from those
who are interested in the problem and those wh@ppesed to it. The
step is likened to a situation where a “car wotetrts in the morning.

Why? What is the cause of the problem?

(c)  Analysis to determine alternatives

The essence of analysis at this stage is to deterpossible courses of
action — the search for alternatives. The numlbelternative ways of
solving the problem that could be thought out degean the effort
expended by the decision maker in the search ferratives. This is
one of the crucial steps in rational decision-mgkinit involves the
utilisation of the vital information gathered thgiu the process of
defining the problem. The decision maker can gasight from experts
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and engage in creative logical reasoning. This lélp to achieve the
objective with cost effectiveness in mind.

(d) Decision

Decision is the selection of the course of actielelved by the decision
maker to yield the best result under the circunt#an The final

selection is influenced by the decision maker’'st pagerience, his
value judgement, and the logical process that leas lestablished and
followed in the previous steps (a) — (c) above.

It has to be pointed out that the selected solutaly not necessarily be
the most satisfactory solution, but the most irgeht decision under the
circumstance. This has often been caBadsficing An entrepreneur
may decide- in the circumstance, to select therrdteve that
“minimises his risk or involves “minimum regret” gives him optimum
result in the short-run. There is a tendency fyelNan entrepreneurs to
seek short-run instead of long-run growth.

It is important at this stage to ask four vital sji@ns:

(@) did I consider all possible alternatives that bwathe question?

(b) does the selected alternative contribute to thésegmn of the
intended objective?

(c) will the decision lead to the attainment of thefereed solution?

(d) isthis alternative capable of implementation?

(e) Implementation

A decision-making process is not completed untiisiimplemented.
The essence of any decision is to secure actidnthid stage is not
properly carried out, the entire process is a waktene and resources.
For some important decision to be implemented &ffely, the
decision-maker has to seek and obtain the willisgre operation of all
involved. He has to “sell” the decision to the Wiorce. Factors
involved in securing acceptance include effectiveammunication,
motivating the employees into accepting the degisiod pointing out
the advantages to be achieved, effective contrahefprocess for the
implementation of the decision and, promote timofgevents to aid
coordination.

3.5 Group Decision-Making
An organisation is not better than the people tnake it up. The
success or failure of an organisation depends enctbativity of its

human resources. Efficient and effective utilisatof these people to
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make use of their intellectual abilities, in pdrelps the growth of the
organisation. There is a popular saying that “tveads are better than
one, even if they are ‘coconut’ heads”. This iiates the importance of
participative decision-making.

One of the major problems encountered in retairjiogng university
graduates in many indigenous enterprises is thenalsof participative
decision-making. The entrepreneur is reluctanintmlve the young
graduates in areas they believe they can contrithée best in the
organisation; whereas, employees like to be inwblvedecisions that
affect the organisation, especially those thatcaffieem directly.

Decisions are expected to be made in a social @mwvient. It is a
situation in which each participant contributes hisas towards the
realisation of a predetermined goal. No idea mlass, no matter how
stupid it sounds. In many instances, what somelpetall “stupid” or
“crazy” ideas are those that disagree with theinowhere is a popular
saying that “where the people always agree, ondymerson is doing the
thinking”. Group decision calls for varied viewsame optimistic and
some pessimistic.

In the final analysis, what determines whether @silen is to be made
by an individual or group is the type of decisieankte made, and the
importance of the decision to the immediate attainihof organisational
objectives.

3.5.1 Committee Decision

In modern organisations, committees are increagiging used as
effective administrative tools. In large and smallganisations,
committees are used for a variety of reasons. atgel decentralised
organisations, a committee is the device for achgeoordination of
activities and sharing information among the vasi@epartments and
divisions of a company.

A committee can be seen as a group of people asseértdgether to

take action on an administrative task. In someoigations, there are
committees for each key functional area such aantie, production,

sales, audit, purchasing, and engineering. Thesgererally permanent
committees. These committees often meet, regularige or twice a
month to discuss general problems affecting thperation. There are
instances where committees are appointed to stady#er solution to

a specified organisational problem. They stop fioning as soon as the
assignment is completed. This is generally caleddhoccommittee.
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Committees such as salary adjustment committeegeten board
committee, employee grievance committee or quedimn committee
can beadhoc committees. They can also be permanent committees
The government makes use of some committees imdeaith specific
assignments. In Imo State, the government appbitite University
Planning Committee to help plan the state universit a point too, the
federal government appointed the Revenue Allocatiommittee.
These areadhoc committees which fail to exist as soon as their
functions are completed.

3.5.2 Selection of Committee Members

The effective use of committees to proffer solusidn organisational
problemsdependson the selectionof the right peoge to servein the
committee . Most of the critici FMS often voiced in the use of
committees as an effective device in decision-making bother on the
quality of people appointedto serveon them. Committees are often
seenas"agroupof peoplewho keepminutesandwastetime andmoney
”. Hudson writing on thisimportantissue observeshat

“Equallysadandcostlyarethe*“good peoplewho are un-
trainedto the rigours of soundcommitteeworking — the
people who debate on ideas who lack a gift for
negotiation the people who are spineless irrational,
hypersensitiveandoveremotionalpeoplewho areblindly
devoted to an ideology blindly loyal, or blindly
combative

The selection of membersof a committee should be based on
gualificationssuchasknowledgeof the subjectmater to be assignedo
the committeg interests responsibility availabiity and emotional
maturity.

Thenumberof peopleto servein acommittees to be determinedy the
nature of the assignment A large number is sometmes very
cumbersometo manageand makesit often difficult to agreeon a
specifictime anddatefor meetings

3.5.3 Committee Chairman

The succes®r failure of acommitteg in mostinstancesdependsn the
chairman The chairmanis expectedo be a mature intelligent skillful
versatilepersonwho is capableof accommodatingaried opinions A
committee succeedswvhen the membersbelieve that the chairmanis
equalto the task andis capableof leadingthe conmittee to arrive at
matureconclusions A capablechairmanis in a postion to helpreduce
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some of the major disadvantages associated withhotvees such as
cost, idle debates, danger of compromise and stbwra

3.5.4 Benefits and Limitations of Committees

Almost all formal organisations have committeesdose it has been
very useful as one of the basic democratic waysparation and the
realisation that the concentration of tasks in argividual does not
make for efficient and effective control. The @lling are the basic
advantages.

(@) It makes different viewpoints available. The interaction
between members brings out different viewpoints doald not
have been considered or given due weight if thasaet was
made by one person. Collective views make for thghoand
complete analysis. Thus, it provides a forum whetaiowledge,
experience and abilities of several experts aradhbtogether.

(b)  Better coordination- committee decision helps to promote better
coordination in the company. In any type of orgation, there is
often constant need for coordination in order fegrgone to pull
in the same direction. The coordination of sakysadtment with
production, purchases and advertising departmenptgght about
by their being in the same committee will help tohiave
optimum results.

(c) Committee as advisers-a committee can be advisory in nature.
This type of committee is created to advise, couase make
recommendations to the managing director to haip iiake an
intelligent decision. An administrative commissiohinquiry is
a typical example of an advisory committee.

(d) Collective responsibility for decision-when the chairman of the
committee takes a decision, it becomes a collead®@sion of
the committee, irrespective of whether a membaegslik or not.
The decision becomes the decision of the “groupictvithey
cannot afford to disagree with. In some instanteste is an
“overtone” which suggests to members that he wbkddthem to
“go along”. What he really demands from them igpsart.

(e) Lack of accountability- one of the major disadvantages of a
committee decision is that many committees onlpmamend or
advise. To advise is not to decide, as the detises with the
chief executive who is accountable for the outcoafethe
decision. In a committee decision, no one is lagcbuntable or
responsible for the decision because of the natfrethe
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impersonality that characterises all committees. hds to be
observed here that depending on the nature ancdoréytha
committee may serve in a service, advisory, coaitdig
information or final decision-making capacity.

3.5.5 Use of Committees in Nigerian Organisations

Committees, standing anddho¢ are extensively used in Nigerian
organisations. All organisations with more thaneb@ployees have one
form of committee or the other. In a study of Niga establishments,
78 percent of the organisations reported the exgst®f one committee
or the other- with varying degrees of authority ahfé span.
Interestingly, 58 percent of the respondents irustiy, commerce and
service organisations advocated the use of moranitbees while 28
percent of the respondents in the public serviceeated the use of
more committees. Some managers, 68 percent, seraere than four
committees at a time. Only 2 percent serve in omg committee. The
most popular committees in Nigerian organisatiaesgaven in table 3.1
below.

Table3.1: Committees in Nigerian Organisations

No. of Companies| Percentage of total
Functional Areas with the Committee | frequency of mention
General Management 204 85
Finance 96 40
Marketing 156 65
Production 84 35
Labour and Personne| 132 55
R & D New Products | 108 45
Public Relations 132 55
Others 60 25

It is interesting to observe that a large percemtésh percent) have
labour and personnel committees. It is equallyatng to note that 40
percent of the respondents believe that commitieesery efficient and
only 28 percent believe that they are not efficiemthe summary is in
the table 3.2 below.

Table3.2:  Efficiency of Committees in Nigerian Organisations

Degree of Efficiency | No. of Respondents | Percentage
Very efficient 48 20

Efficient 96 40

Not efficient 72 30

NoO opinion 24 10

Total 100
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A cursory analysis of respondents by occupatiorwshiiat 55 percent
of those in the public service reported that corteed were very
efficient as a device for decision-making. Thesm® given ranged
from the inability of committees to implement theilecisions to

committees serving as “rubber stamp” for managemeat the

entrenchment of highly centralised structures ttzatnot accommodate
the decision of committees. It is true that théepbal benefits of group
participation in decision-making are seldom achiewvemany instances.
Nevertheless, this should not be seen as sufficiex@son to

underestimate the importance of committee decisidme quality of

decision-making by committee is a function of thevionment for

decision, the quality of leadership and the calib&érpeople in the
committee.

3.6 Creativity in Decision-Making

A good committee can be very creative. A creatuenmittee is one
that comes up with new ideas, new approaches, ewdways of doing
old things, doing a common thing in an uncommon ,véagew product,
or new application or a combination of existing wiedge. Creativity
is one of the highly sought after talents in mamaget. A creative
manager seeks original solutions to existing proisleCreative thinking
IS necessary in business, for the organisatioromstantly in search of
imaginative solution to problems posed by its cotiges and the total
environment. Many organisations have in their middividual great
inventiveness, and the unusual ability to createv ndeas is the
realisation that some people are more creative tilers; this is why
committees are often used in the solution of sorf@rganisational
problems.

An ideal environment that is supportive of and poting creative
thinking is necessary for individuals to challerijat imagination. The
recruitment of people who are creative is a necggseecondition to
encouraging creativity in an organisation.

3.7 Steps in Creative Thinking

Studies have shown that certain steps are necdssamgative thinking.
These can be summarised as follows:

(1) Problem identification
(2) Investigation

(3) Incubation

(4) Nlumination

(5) Verification
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1. Problem identification

The first step in creative thinking is the perceptthat a problem exists.
This can be in production, sales, customer relatmmadvertising. The
discovery of this problem launches the creativaviddal immediately

to seek for suitable solution. No creative works Haeen achieved
without dissatisfaction with the existing situatiawhich forces the

“genius” to seek new ways.

2. Investigation

Investigation is the second step in creative tmgki Here, the
individual examines the problem and analyses olgiswaf performing
the task. This can call for intensive research axisting knowledge on
the subject. There could be an exploration intaha& possible avenues
that will lead to the discovery of such things be interrelationships,
and associations. This step involves the accumulabf facts and
figures that bear on the subject. A thorough eration which helps
the individual to saturate himself with facts amgufes on the problem
will help to develop a creative solution.

3. Incubation

This is a very important stage in the process. eH#re entire mind
reflects on the problem. Sometimes, a creativetisnl is not easily
available and the individual leaves the subject rimore reflection.
Creative thinking is not a choice of alternativasira decision-making.
It is a process of mulling the problem over. ltynmavolve the use of the
unconscious mind. The creative person is, attiims, in a special state
of mental “stress”, and detaches himself from thimgound him. He
could go around the circles with a real solutiosiag and he can at this
stage leave the problems for a while to avoid nlefatigue. This
period is characterised by frustration and helpless. This is often
referred to as the gestation period. Rest is recemoied. The rest period
would refresh the mind.

4, [llumination

An ideal brainstorming session highlights the imt@aoce of new ideas.
The rules for successful brainstorming sessiorugekthe following.

(1)  Criticism of ideas must be withheld until after gession;

(2) The group must welcome diverse suggestions andueage the
wildest of ideas;

(3) Developing a greater quality of ideas increasedikatihood of
having one really useful idea;

(4) Each member of the group should improve and réie&eown
ideas to the ideas of others.
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5. Verification

Some of the major critici FMS of brainstorming are that it is time
consuming Many man-hoursarespentin generatingideasandalsoin
crystallisingthem It alsoproducesnanysuperfical ideas

Nevertheless, its usefulness in creative thinkingn chardly be
overstated. In many organisations, it is indispélesin determining the
name of a new product and determining a new adwvegtislogan.
Political parties in Nigeria use it very extensiuel

3.8 Qualitative Methods of Decision-making

The use of qualitative methods as aid in the dewisiaking is well

recognised in large organisations in developinghtoes, and to a less
extent, in small industries. One of the major ogasfor this is the
limited education of the owners of small business#¥ith increased
education and the separation of owner-managere tieetiniques will be
increasingly found useful by small businessmen.

3.8.1 Operations Research (OR)

The mathematical techniques used as aid to deemsaking are often
called operations research. Churchman et al.neeiperations research
as:

“an application of the scientific method to probkem
arising in the separation of a system which may be
presented by means of a mathematical model and in
solving of these problems by resolving the equation
representing the system”.

Operations research has gained wide acceptanceideecd its use in
modern high speed electronic computers. Basicafigrations research
is the application of scientific method in the dmo to business
problems;,ORis applied in a variety of business problems whindhude
the following.

(1) Productive scheduling

(2) New product development
(3) Long-range planning

(4) Warehouse location selection
(5) Retail outlet selection

(6) Product mix selection

(7)  Air and highway traffic control
(8) Portfolio management.
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The use ofOR entails the building of models called equations to
represent the system.

3.8.2 Linear Programming (LP)

Linear programming is a relatively new mathematitadhnique in
situations requiring the optimum allocation of neisies, money, capital
equipment, raw material and personnel. It is usefulproduction
management because allocation problem pose greatplegity
involving a large number of variables can equalyy dolved through
linear programming techniques. If the Nigerian tBog Company
wishes to determine the best cost method of didgtng its products
from its four bottling plants to a number of warakes located all over
Nigeria, linear programming technique can be used.

3.8.3 Queuing Theory

Queuing theory is often called waiting-line theoryhe system is used
in determining the optimal utilisation of a fagjliin an intermittent
service.

4.0 CONCLUSION

In this unit, you have learnt that decision-makisagone of the most
crucial activities of management. It has also bemphasised that there
is the need to make decisions in all types of asgdions, whether small
enterprises or multi-national corporations. The islens that
management take are sometimes simple and in ath@mnices, complex
and overwhelming.

5.0 SUMMARY

In this unit, you have been exposed to decisioninggkthe process
involved in decision-making and classification adrious decisions.
Also, the unit has highlighted to you the stagesd&tision-making,
group decision-making, creative thinking and thepst involved in
creative thinking.

6.0 TUTOR-MARKED ASSIGNMENT

What do you understand by the term decision-makinghanagement?
List and discuss the processes involved in decisiaking.
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1.0 INTRODUCTION

Planning has been defined previously as one ofitkemajor functions
of management. However, since planning is a bridgeveen the
present and the future, it has been called the gryimnmanagement
function. Planning is particularly important besauwf scarce resources
and uncertain environment with a fierce competifammthese resources.

Planning is a decision-making activity requiringe ttprocess of
ascertaining objectives and deciding on activities attain these
objectives. It is also a process of preparingctiange and coping with
uncertainty by formulating future courses of actiofhe basic purpose

43



FMS 105 ELEMENTS OF MANAGEMENT |

of planning is to reduce the risk of uncertaintiesd to initiate a
coordinated effort within the organisation for theurpose of
organisational success. In this unit, you will @ken through the
rudiments of planning so as to be able to undedstdrat the topic is all
about.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

) discuss planning, procedures and rules, and om@songsl
objectives

o illustrate the six P’s of planning, reasons fornpliag and the
limitations of planning

. describe the principles of effective planning, lsvef planning,
strategic planning and strategic planning process

o state types of strategies, policies, proceduresaled

o highlight the characteristics of sound policy, sbugoals and
advantages of objectives.

3.0 MAIN CONTENT

3.1 Planning Defined

The planning process has three characteristicsn®di®81). These are
as listed below.

1. Planning is anticipatory in nature. A decision must be made
now as to what to do and how, before it is actuddige.

2. Planning is a system of decisionslt involves a process of
making decisions which will define what is to béiewed in the
future and the formulation of action plans for ast@ment of
goals.

3. It is focused on desired future resultsPlanning is a means of
ensuring that the important organisational objedivare
accomplished as and when desired.

The most comprehensive definition of planning isegi by Cyril L.
Hudson (1970), who states that:

To plan is to produce a scheme for future actioyring
about ...... a deliberate attempt to influence, explmiing
about and control the nature, direction, extengesp and
effects of change. It may even attempt delibeyatel
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create change, remembering always that change (like
decision) in any one sector will, some way, affetiter
sectors.

Since Peter Drucker is, supposedly, a pioneer achof modern
management, it will be interesting to note how ledirges it. His
definition- as cited by George A. Steiner (1969)that:

Planning is the continuous process of making ptesen
entrepreneurial decisions systematically and witstb
possible knowledge of their futurity, organising
systematically the efforts needed to carry out dhes
decisions and measuring the results of these desisi
against the expectation through organised, systemat
feedback.

Peter Drucker, thus, encompasses the element dbdek that would
ascertain the quality of decisions and the accuoa@yanning.

SELF-ASSESSMENT EXERCISE

Do you agree that “planning is a bridge between ghesent and the
future”? If so, why?

3.2 The Six P’s of Planning
They are as follows.
1. Purpose

An effective planning system requires a clear ustaeding of the

organisation’s purpose. What are the reasons Herdrganisation’s

existence? Is it to increase profit or increaseketashare or generate
more employment or introduce more products, anoins® This purpose
must be clear and elaborate.

2. Philosophy

Philosophy incorporates the fundamental beliefs tas how the
organisation’s purpose is to be achieved. For-kngn survival and
growth, a philosophy of ethical conduct must bepdeld. For example,
General Motor’s philosophy is based upon profiigbthrough quality,
service and ethical behaviour. IBM’s philosophyswa elevate the
level of the salesman to an executive, etc.
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3. Premise

This involves the strengths and weaknesses of ith@nesation and its
knowledge and assumptions about its environmernt.foBecasting and
other methods, the management can make some comduEbout the
trends of the environment and by knowing its owrersgths and
weaknesses it can deal with the changing envirobnmena more
intelligent way.

4, Policies

Policies are general guidelines or constraints thiak managerial

thinking and action. In a typical organisationgrd are production
policies, financial policies, accounting policiesjarketing policies,

personnel policies; and these form the basis fanmphg and necessary
operational actions.

5. Plans

Plans represent specific objectives and actioestants. Objectives are
the goals to be met and the action statementshareneans to achieve
these ends. These plans guide us step by step la®m to reach the
objectives and also at what stage the progressaigi@en time.

6. Priorities

A particular organisational goal must be given atipalar priority.
Limited resources of time, finances, materials ,etoust be
proportionally allotted to goals of priority. Tipeiorities will determine
an appropriate allocation of resources. Priorigjsgoals will determine
what is relatively more important. A goal thatgisen higher priority
will receive more attention and more resources. r Example, a
research-oriented organisation will get differenbgpties and resources
than a profit-oriented organisation. Setting pties for goals will be
established on the basis of philosophy and prenubéise organisation
as well as social, political, and economic measarek value conflicts.
In any case, such priorities will affect the plarqprocess.

SELF-ASSESSMENT EXERCISE

Explain some of the reasons for planning. AredHgood plans” and
“bad plans™? Describe some of the characteristiggpod planning.
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3.3

Reasons for Planning

The reasons for planning are itemised below.

1.

(a)

(b)

Planning is essential in modern business. Thewigg

complexity of the modern business with rapid tedbgcal

changes, rapid changes in consumer tastes and ngrawugh
competition necessitates orderly operations noty anl the

current environment but also in the future envireni Since
planning takes a future outlook, it takes into actdhe possible
future developments.

Planning is related to performance. It can keeeted and there
is evidence to support the hypothesis that compahigt engage
in formal planning consistently perform better thihase with no
formal planning. They can even improve their perfance over
a period of time. Performance can be measured ¢y faictors as
return on investment, sales volume, growth in eg®iper share
etc., (Thune et al.; 1972).

Planning puts a focus on objectives. The eifeciess of formal
planning is primarily based upon clarity and speityf of

objectives. Objectives provide a direction and plihnning
decisions are directed towards achievement of tobgectives.
This ensures maximum utility of managerial time afforts.

Planning anticipates problems and helps the smdlotli of
operations. Since planning is about forecastirg ftiiure, the
needs of the organisation are anticipated in adyathen proper
acquisition and allocation of resources can be dahes
minimising wastage and ensuring optimal utility dfese
resources.

Planning is necessary to facilitate control.nc®i plans are made
to achieve objectives, periodic reviews of operaiocan
determine whether the plans are being implementedcectly.
Well developed plans can aid the process of controthe
following ways (Boone et Al.; 1981).

Establishing advanced warning of possible dmna from the
expected performance. The deviations in productisaies,
profits, etc., may come to light during periodizastigations and
remedial action can be taken.

Provision of quantitative data. There may bevision in plans
to compare the actual performance, in quantitatieems,
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concerning production of sales, with industry staté or market
forecasts.

Planning helps the process of decision-makii@ince planning
specifies the actions and steps to be taken inr dodaccomplish
organisational objectives, it serves as a basisléorsion-making
about future activities. It also helps managersneke routine
decisions about current activities since the objest plans,
policies, schedules etc., are clearly laid downtlfaAsa and
Misra, 1983).

3.4 Characteristics of Good Planning

A good plan can be identified by certain charast®s. Some of these
characteristics are given below.

1.

48

A good plan is based upon clear, well-definedd agasily
understood objectives. General objectives likerowimg morale
or increasing profits are ambiguous in nature aadhdt leave
enough room for specific steps and plans. If fssbbjectives
must be quantified for the sake of simplicity.

A good plan must be simple and comprehensivteshould be
simple so that all employees can grasp its sigamie and it can
be easily put into operation. It should be dethgaough so that
it covers all aspects of the operations that areeswary to
achieve objectives.

It should be well-balanced, but flexible. A gbplan should be
well-balanced so that the existing resources appguty utilised
for all functions; and that short-term gains ar¢ aiothe cost of
long-term gains and vice-versa. Similarly, it sldobe flexible
enough to incorporate any changes in these resgunfe
necessary. Additionally, it should be responsigechanged
conditions so that if future events do not folldwe tanticipation,
the same plan can be modified.

Every plan should be time-bound. Even thougnmpig is an
attempt to anticipate the future, the time peridbvwaed for

achieving goals should be reasonable. Long-rateyenmg has
more uncertainties built into it due to difficultyn correctly

anticipating events for a longer period of timeende, the period
covered should be reasonable and reasonably stable.

Planning should be participatory- involving sutlioates.
Planning should not be an exclusive responsibilify top
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management. Subordinates will not be responsibée plan is
imposed upon them. Also, participation of subacatis
generally ensures sincere and serious effort an plaget to make
the plan successful.

Planning is initiated by different managers d@fatent divisions
at different times. It is necessary that a goodnpshould
incorporate all these departments, maintaining istercy, and
unity of purpose at all times and focusing on theerall
objective.

A good plan strives for optimal utility of physicak well as human
resources in unison and harmony. According to @aw. Ewing
(1967):

3.5

“planning is a two-sided affair. Planners may khonly
of the formal, economic, physical and technicabweses
side when they develop a program. But if the husida
IS not attended to properly, then chances are tinat
planning will not be successful”.

Benefits of Planning

The benefits of planning are as stated below.

1.

Planning gives managers a sense of purposeiguiach. Since
planning is future oriented, it forces managerltk beyond the
present. Also it creates a unity of purpose, sihesobjectives
are formally expressed and the methods and proesdarobtain
these objectives clearly defined.

Proper planning enhances motivation. If plame @roperly
communicated to all levels of the organisationnteeeryone can
feel involved in carrying them out. When peoplé meolved,
their sense of belonging increases, and thus, Hreyhighly
motivated.

Planning provides a framework for decision-mgkinkKnowing
the organisational objectives and the methods toeme these
objectives eliminates ambiguity in the decision-mgkprocess.
Also planning provides for feedback, periodic ewdlon of
programs and indication for any deviation so thatrective
action can be taken. Hence, the decision-makinggs®is made
a little easier. Also systematic planning requires
understanding and evaluation of many variables thi@tence
events; hence, it is highly unlikely that an imaoitt variable
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would be overlooked which could adversely affedhe the
decision process or the operation.

Proper planning results in proper and effectivdisation of

resources. Since planning involves the identifaratiof such
resources for optimum utility, wastage is reducedhe barest
minimum. This will also reduce unproductive wordtlel time for
workers, and downtime for machines, which wouldidafly

result in minimum cost of operations.

Since accurate forecasting of future eventsnisnéegral part of
effective planning, it reduces the elements of asl uncertainty.
Also, since planning is done in advance, it presehasty
judgements and haphazard decisions and resultssamplthed
thinking.

It improves the competitive strength of the camyp in two ways.
First, since operations are planned in advancectimpany is
able to take its time in shopping around for best eompetitive
rates for raw materials, equipment and parts amdhioman
resources. Secondly, proper planning gives thepeomy an
advantage if it decides to make changes in itsdingroducts, or
expansion in plant capacity or changes in methapolo
(McFarland) etc. Studies have shown that compaisformal
planning system have performed significantly betier the
overall, than those with informal planning or noanming
(Krager, 1973).

Formal planning forces managers to examine r@as of the
organisation from all angles and efficiently cooate the
activities of all these areas. Without this prazesese managers
may ignore or overlook some critical aspect dugressure of
time constraints or other factors, thus affectimg eutcome of the
efforts negatively (Camilius, 1975).

Planning provides performance standards anddatds for
measuring the progress of the organisation. Welletbped
plans can aid the controlling process. By esthinlgs advanced
warning of possible plan deviation, remedial acttam be taken
if these deviations occur. Performance standardsl a
performance appraisal methods assist in the dewelop of
human potential and an equitable reward systenus,Tihcan be
a good training ground for future managers anderaveented
executives.
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3.6 Steps in Formal Planning

Planning can be considered as a series of sequsigs. These steps
are as follows.

Steps (1)

Step (2)

Step (3)

Step (4)

Step (5)

Establish and define clearly the central and dvera
objectives of the organisation. A well-defined exijve
can make the difference between success and faifuaa
enterprise. It clearly defines the product or genas well
as the purpose of the company. Along with the aler
mission of the company, it is also necessary tabdish
specific objectives and goals. For example, therail
objective of a hospital is to provide quality hbatire.

Determine your current position relative to your
objectives. Make an assessment of your strengths a
weaknesses. This will show the distance the compas

to cover before reaching its goals. The analybsuaent
strengths and weaknesses will determine if goaks ar
realistic and achievable or whether they have tordse
evaluated and modified.

Develop forecasts and future conditions. In order
effectively plan, it is important and necessaryfdoecast
(as accurately as possible) future trends thataffiéct the
company’s position and operations. The factors of
forecast will include general economic conditioctsanges

in consumer attributes, new technological and pcbdu
developments, possible competitive strategies amg a
adverse legal developments.

Preparation of derivative plans. Once an overlah has
been adopted, it is necessary to develop othevates
plans for each segment of the company, to suppert t
formal plan. Derivative or sectional plans are eleped
in each area of the business, but within the fraonkvof
the primary plan in order to coordinate and integra
programs and policies of all sections of the emisep

Implement plan and evaluate results. The sucoéss
plan will depend upon how effectively the plan is
implemented. This implementation is going to reeuér
combination of all skills and coordination of alictors.
Also in this ever-changing dynamic environment,isit
necessary to keep the plan open to evaluation and
modification. The plans should be periodically re-
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evaluated to measure its progress and effectivestetisat
any deviations can be corrected and any adjustnuamts
be made.

SELF-ASSESSMENT EXERCISE

What are some of the problems encountered in theeps of planning?
Which of these problems generally contribute heatgivards failure of
some plans?

3.7 Problems and Limitations of Planning

There are situations in which sometimes even wedighed plans fail to

bring the desired results. There are some edtaoliseasons why plans
fail. Some of these reasons, according to K.A.gBakk (1970), are

listed below.

1. Corporate planning is not integrated into th&altonanagement
system. The top management fails to identify ando@ate
properly the formal planning with the central copic®f the
organisation’s mission.

2. There is a lack of understanding of the differet@ps of the
planning processThe management may not be knowledgeable or
skilled in understanding all steps of the planmeaguirements.

3. Management at different levels in the organisatioas not
properly contributed to planning activitiesSince all strategic
planning is generally formulated and conducted ap t
management level, the middle management and lower
management cadres which are closer to the opesati@y not
understand all aspects of planning and thus maybaadable to
contribute some necessary key factors as inputs.

4. Poor information and inadequate inputs may havemied the
basis for planning Since reliable data and information is the
backbone of formal planning, such information magt ibe
available. Poor information may also be due tdtydorecasting
or poor judgements.

5. In starting formal planning, too much is attemptgdonce Due
to excitement and emotional expectations, plans nhey
implanted too quickly and with too high expectasion

6. The management is not always willing to cancel odify poor
plans A poor plan may adversely reflect on management's
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ability and understanding, and hence they may beillimy to
accept that the plan was poorly formulated, thusirth
unwillingness to modify it.

7. Management fails to operate by the plaibkis may be because
of lack of full understanding of all the aspectstioé plan or it
may be due to some inherent resistance to the ptahgould be
due to some effect of unforeseen events and cirtzunoss which
could disrupt the effectiveness of the plans.

8. Resistance to change by organisational members
9. Lack of contingency plans

While all these factors contribute to the failuré atherwise well-
developed plans, theesistance to changey the management and the
absence of contingency plam®ntribute heavily and hence require
properattention

SELF-ASSESSMENT EXERCISE

Resistance to change is considered to be one ah#jer problems of
implementing any innovative plans. What are thespime causes for
this resistance and how can these be remedied?

3.8 Resistance to Change

Even though planning and plans are so importanorgganisational
success, a study in the 1970’s revealed that aboypercent of line
managers were very reluctant to actively parti@pat the planning
process (Martin, 1979). Sometimes, even top masayge lukewarm in
supporting the process, thus serving as poor radems for the junior
staff.

Since most of the resistance is emotionally orignieis necessary to
take steps that will build confidence in managenseability to work as
a team under a participative management systemnatReTargiuri
(1979) has suggested some steps which would indgteconfidence in
management. These steps are listed below.

1. All managers must be made aware of the benefitgateboth at
individual as well as the organisational level.

2. Communication lines among all level managers ang staff
specialists should be kept open and accessible.
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3. Set up a system of recognition and rewards to eageuall to
participate in the planning process and contrilwriguely to its
success.

4. Perhaps, a seminar and a lecture by a trained timalus

psychologist in an informal, small group sessiorl whhance
positive thinking.

5. An honest discussion among the participants abwaitréasons
for resistance and suggestions to overcome ith&ilhelpful.

6. The lower management should not be left to implenties plan,
but should be encouraged to join in the desigmefaian as well.

7. All managers should be trained in the mechanicstaakniques
of planning.

3.9 Provision for Contingency Plans

Contingency plans are alternative methods to eithke over earlier
plans if they seem to fail due to unexpected cirstamces or modify
them as the situation demands. Contingency plalpgsrhanagement to
respond quickly to unpredicted changes, thus amgigianic in crisis
situations (Linneman, 1981).

The contingency plans should also be consistenh lie general
mission and policies of the organisation and shdaddas simple as
possible. However, it is very important to keeplase watch on the
development and progress of the original planghabif there are any
early signals of the possibility of failure of tleeiginal plans, then the
contingency plans can be put into execution withdetay. For
example, when the aviation controllers in Americantv on strike
affecting the operations of airlines, such contimge measures were
effectively taken. A new force of controllers walseady on ground to
take their place immediately, and many went throaglyuick and
concentrated form of training.

In addition to the reasons that contribute to #ikife of some planning
processes, there are some other limitations thabiinthe successful
formulation of formal plans. These are listed belo

1. Planning is expensivé good deal of time, energy, and money is
involved in setting up the planning machinery floe fpurpose of
gathering and analysis of data and testing of vari@ternatives
about long-range planning. Accordingly, the cdgplanning and
the benefit derived from it must be adequately teda.
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Planning is time-consuming Planning is time-bound and
sometimes advanced planning may delay immediatenathat

may be necessary; and thereby resulting in losyabfiable

opportunity. Certain situations do pop up whermnmut action is

so urgent and unavoidable that no time could beotgel to

advance planning. This is especially true in saddad

unexpected emergencies.

Planning is a hindrance to innovationn a planned set-up,
everything is pre-conceived and every operationptaaned.
This means simply proceeding according to plansfahowing
the rules mechanically. This does not leave amum for a
manager’s initiative and innovation. This is a bigndicap for
imaginative and creative managers. This problem ba
overcome, however, by making the plans less rigid eore
flexible in order to accommodate any new and releva
suggestions.

Mental ability planning can be highly frustrating sometimes,
because it requires an extremely detailed, camfdl analytical
thought process. Accordingly, it is more of anelilgctual
exercise. The conceptual skill required in plagnis in short
supply. According to George Steiner (1969):

“Planning is hard work. It requires a high level o
imagination, analytical ability, creativity and fiude to
choose and become committed. The management must
exert pressure to demand the best efforts in masayel
staff. Both the talents required and the mainteaaof

high quality planning is difficult to achieve”.

3.10 Principles of Effective Planning

These principles are primarily based upon the sskions of Gary
Dressler (1985). They are as follows.

1.

Keep aims crystallised(Hudson, 1967). These aims must be
clear, unambiguous, solid, reasonable and attanabBadly
defined objectives do not support accurate planning

Develop accurate forecastsAccurate events and trends are the
most important inputs in planning. Accordinglyetmanagers
making the forecasts must be highly skilled and tmuse
forecasting methods that are suitable.
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3.

56

Involve subordinates in the planning processlhis will ensure
the acceptance of the plans by those who are dgoimgplement
it. Studies have indicated that the people, whiotip&l plan into
operation, do it much better when they participate the

formulation of the plan, than when the plans asegaed to them
(Bass, 1970).

The plan must be a sound onéA plan must be a sound one in
order to be effective. There are many examplesooipanies
who spent large amounts of money on plans thaetuout to be
unsound ones, and hence, less effective. Mitrotf Emshoff
(1979) suggest devil’'s advocateapproach, in which someone
deliberately criticises the plan in order to eliat® any bugs in
the plan and further refine it.

Assign planning responsibility to the right peofe (Lorange
and Vancil, 1976).Basically, the right people are those who are
directly involved with the operation and who willeb
implementing the plan. These are primarily theéfi people,
even though the “staff” (specialists) is encouratgedssist in the
formulation of plan.

Don’t be over-optimistic. Objectivity is an essential ingredient
of effective planning. Over-optimism is based eelings and
intuition. Don’t see what you want to see butsbat there is.

Decide in advance the criteria for abandoning aroject (Paul

et al., 1978).There is no need to continue to stick to the ffldn
IS not working out as expected. However, the wgatdor

abandoning a particular project should be estaddisht the
beginning. For example, if a particular advertisain
commercial does not increase sales by 10 perceéhimonths, it
should be replaced.

Keep your plan flexible (Pau, et al.)Keep the progress of your
plan under constant review so that it can be relvese modified
as the situation demands. Future trends shouldlmsassessed
by continuously monitoring economic, social, pokit
technological, and competitive trends. Any changeshese
variables may require changes in the original plans

Review long-range plans on a short-range basikong range
plans are more risky due to dynamic environmentcohdingly,

long-range strategic plans should be split up imanageable
periods. Also, the basic assumptions underlyingtesjic plan as
well as its progress should be measured and rediatveuch set
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intervals. In addition, identify reasons for ungerformance or
over-performance- as the case may be, and newiatecishould
be made about the plans.

10. Fit the plan to the environment. Assess the environment —
current, as well as future. If the environmentanparatively
stable, the plan can be rigid. However, if the iemmment is
volatile, the plan must remain highly flexible tocammodate for
change.

3.11 Levels of Planning

There are basically three levels of planning asdediwith the different
managerial levels. These levels are as follows.

1. Strategic Planning

Strategic planning is conducted by top managementiwincludes
Chief Executive Officer, President, Vice-Presidenend General
Managers etc.; and it is the process of determioirggall objectives of
the organisation and the policies and strategieptad to achieve those
objectives. It is a long-range planning and mayeca period of up to
10 years. It basically deals with the total assesg of the
organisation’s capabilities, its strengths and witsaknesses and an
objective evaluation of the environment. The plagralso determines
the direction the company will be taking in achreythese goals.

2. Intermediate Planning

This planning covers a time frame of about 6 momth® years and is
contemplated by middle-level management made upfuottional
managers, departmental heads and product-line raeagrhey also
have the task of polishing the top managementaesjic plans. The
middle-level management will have a critical look tae resources
available and they will determine the most effextand efficient mix of
human, financial, and material factors. They mefihe broad strategic
plans into more workable and realistic plans.

3. Operational Planning

These plans are the responsibility of lower managgncadre and are
conducted by unit supervisors, foremen etc. Thesehort-range plans
covering a time span from one week to one year.es&hare more
specific and they determine how a specific joli®é completed in the
best possible way. Most operational plans areddiviinto functional
areas such as production, finance, marketing, pegp etc. For
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example, production plans will require an analysisd decisions
covering inventory levels of raw materials as vl finished product;
flexibility of current production facilities, howotcope with changing
technology, etc. These plans are relatively stabtéare linked with the
planning objectives of the middle management lewstsl the top
management levels.

Even though planning- at all levels, is importasifjce all levels are
integrated into one, strategic planning requiresel observation since
it establishes the direction of the organisation.

3.12 Strategic Planning

Strategic planning, as defined earlier, is the @sscof planning how to
achieve organisational goals with available resesircand it is
undertaken by the central management of the orgamms Strategic
planning is necessary and important for the foltayvieasons (Herkhuis,
1979).

1. First, there are a large number of external aldes —with
constant values — that affect the operations ofaifganisation.
These variables include- changing international irenwment,
political and governmental policies and forces,necoic trends,
competition tactics, technological changes andasabynamism.
Strategic plans must have provisions to cope witlese
situations.

2. Secondly, all natural resources are becoming rcsca
Management must decide on how to compete for thessmirces
and how to allocate them properly. Human resouraes
constantly changing in nature. There is more amdenof an
educated workforce and most routine work is beakgh over by
computers and robots. Hence a proper redistributiohuman
resources must be properly put into focus.

3. Thirdly, there has been an information explosiwhich has
necessitated increase in knowledge and abilitydo pffectively.
Since, effective strategic planning ensures succes
competitive forces are contributing a lot of theinergies in
perfecting these plans; thus generating an absoletessity to
introduce strategic planning in most companies.

3.13 Strategic Planning Process

Similar to the formal planning process, the proadssirategic planning
can be considered to constitute the following steps
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1. Define and express clearly the mission of the ganisation.
The mission must be clearly understood. It coddigh quality
product at low cost. It could be high quality puctat high cost
to have and keep a quality-oriented image like fk&lbyce or
Mercedes Benz automobiles.

2. Determine long-range goals and objectives hese should be
more specific in nature, but in accordance with teneral
mission of the organisation. These can include typmes of
products the company wants to produce and promadk tlhae
long-term profit potential.

3. Make predictions about the economic environmenin the
future. This will involve the use of some forecasting teiciues
to predict the growth of the company’s market share

4. Develop a long-range planThis may extend to 10 years in.
This strategic plan would involve the definitiondadescription
of all actions that would be taken in order to agkithe company
objectives.

5. Develop short-range plans.Within the structure of strategic
plans, it is important to break it up into shortipds, e.g., a plan
for a period of one year. These plans will alsovmte for
periodic evaluation of the strategic plans so ttmatective action
can be taken if there are deviations. Such a edvisng-range
strategic plan will reflect the effect of currerdanclitions on the
plan.

3.14 Types of Strategies

A strategy is an action plan which sets the dicgcthat a company will
be taking. Formulating a strategy entails decisiaking; and will
involve consideration of external environment o tompany, as well
as the internal environment-in terms of strengtind weaknesses of the
company. According to William F. Guelick (1972hete are four
strategies: stability, growth, retrenchment or enbmation approach.

1. Stability Strategy

Stability strategy implies “leaving the well enougtione”. If the
environment is stable and the organisation is daialy, then it is better
to make no changes. This strategy is exercisedf often, and is less
risky as a course of action. An example of stgbdtrategy would be an
organisation that is satisfied with the same prodserving the same
consumer groups and maintaining the same markete.shaThe
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organisation may not be motivated and adventurotis/tnew strategies
to change the status quo.

2. Growth Strategy

Growth means expansion of the operations of thepemy and addition
of new areas of operations. Growth strategy candiky and involves
forecasting and analysis of many factors that afeegansion, like
resource availability and market availability. Heower, growth is
necessary due to volatility of businesses and tnégss Growth must be
properly planned and controlled, otherwise the wigmion can fail.

This is evident from failures of Laker Airways an®.T. Grant

Company. However, growth is not only necessarydagirable, since
growth is an indication of effective management #@naktracts quality
employees as a result. Growth can come due to nsikpa or

diversification or merger with similar firms.

A classic example of growth of existing serviceshiat of McDonald’s
Hamburger chain. Starting from scratch in the 1950developed into
a franchise chain of 6,000 outlets in 1979 withake ©f over 5 billion
dollars per year (Rowan, 1979).

Diversification of services or products is anoteeample of growth and
strategy. Banks are going into stocks brokerd@atamkin Cadillac car
dealer in New York City is also dealing in Japanés@orted cars.
Avon products- primarily a cosmetics company, haseginto the
jewellery business. Similarly, General Motors doegi Electronic Data
Systems (EDS), a computer company and Philips Mloaicompany
producing tobacco products acquired Miller Brewir@ompany
producing beer and also acquired a soft drink catpp&even-Up.

3. Retrenchment Strategy

Retrenchment primarily means reduction in prodwsgvices, and
personnel. This strategy is many times usefulh@ tace of tough
competition, scarcity of resources and reorgarusabf the company to
reduce waste. Most airlines have streamlined tbpéerations. Most
automobile manufacturers had closed down many pland retrenched
personnel during the economically difficult period1979 — 1980. The
City University of New York (CUNY) had a major cuattk on faculty
during the financial crisis of the late 1960’s. tiRachment strategy,
though reflecting failure of the company to somegrde, becomes
highly necessary for the very survival of the compa
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4. Combination Strategy

Combination strategy means using a combinatioritedrostrategies; and
it is primarily used by large complex organisatioviso may want to cut
back in some areas and expand in others. Alséima of financial
difficulties, a company may employ retrenchmenttstyy; and later
resort to growth strategy, if the economic situaiimproves. In order to
make strategic planning effective, it is necessaryave the right people
involved who will objectively and intelligently Idoat all all factors
involved in the success of these plans and stegegit is important to
draw correct conclusions about the following:

(@) the mission and the goal of the organisation

(b)  the environment, both external and internal

(c) the strengths and weaknesses of the orgamsatio
(d)  management ethics and values.

3.15 Policies, Procedures and Rules

Let us start by looking at policy first. It is nesary to frame some
policies for successful planning. A policy is aatsiment and a
predetermined guideline that provides directiondecision-making and

action. Policies are usually general enough toe gike manager
sufficient freedom to make judgements; while atghme time, they are
specific enough to establish constraining boundarid-or example,

regarding employment, a company policy may be tpleynpersonnel

without regard to race, religion, sex, or age; amihin the bounds of

this policy, a manager can make decisions. Pgligiast be based upon
a thorough analysis of objectives and should besistant with the

company’s mission and philosophy.

Policies, being formal statements, serve as reailyeg for answering
numerous questions, and making many routine dalayo-decisions,

especially about recurring problems, thus freeimgagement’s time for
more important and unique decisions. This helgzrave the efficiency

of operations. If the policies are clearly undeost and adhered to by
all, there will be fewer problems and fewer compigito start with.

There may be separate policies for separate furstiout they must be
all coordinated around a common theme, serving mrsistency of

purpose.

Appropriate policy guidance enables managers tmipate and predict
action for a given set of situation variables. fEhare organisational
policies formulated for all types of situations d@ndctions. There may
be sales policies, production policies, personr@icigs, accounting
policies, etc. These policies cover all aspectsheke functions. For
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example, personnel policies will specify decisiosagarding selection,
training, remuneration, labour relations, firing darpromotion of
personnel, etc. According to Newman Sumener, andaiN'g1970), a
policy may:

0] be specific or broad in nature.

(i)  deal with one or many aspects of a problersituration.

(i)  set wider or narrow limits within which action s Ibe taken.
(iv)  specify the steps to be taken when a decisionhbe tmade.

3.15.1 Characteristics of Sound Policy
The characteristics of sound policy are as listdw.

(1) It should be subject to one interpretation; &mel intent and the
content of the policy must be clearly expresseefepably, in
writing.

(2) It should be stable, but sufficiently flexibl&tability implies that
no changes in the policy are to be made excepespanse to
fundamental and basic identifiable changes in tbeditions.
Flexibility provides enough room for the manageuse his own
discretion within the broad boundaries of the ppolic

(3) It should be comprehensive in scope. It shdaddcapable of
being applied to different situations in a giverarso that most
cases can be handled at lower levels of the marageand only
some exceptional cases, which are unique and areomered by
the policy, are referred to senior management teflaon.example,
personnel policies should cover guidance for ansgell
guestions that may arise in that area. These radg beference
to hiring, firing, promotions, transfers, traininggmuneration,
etc.

(4) A sound policy should have a link with the altjees of the
company and be in harmony with the economic, malitand
social environment for the company. Policies astruments for
moving towards the objectives. Sound policies, ausbod by
all, will leave little room for discontent and gvence, hence
assisting in smooth operations necessary for algedbjectives.
Additionally, if the law demands equal opportursti®r all and
the society expects it, then the policy should besistent with
these requirements.

(5) A sound policy should help coordinate multipletivities. Even
though different work groups and divisions will leadifferent
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functional policies, they must be bonded togetheth vihe
common theme of the organisational goals. Thebepslicies
should not contradict each other.

(6) A sound policy, not only prescribes general dglines for
conduct, but also establishes criteria for cureerd future action
for a given set of circumstances and given decig&mables, and
methods and procedures for accomplishment.

(7) It must be based on known principles, facts &mth. For
example, a policy based on the assumption thag¢ ¢tistomer is
always right”, may be a good policy, but it is atsed on truth.
Similarly, a policy based on assumption that ojokople are less
efficient, may not be based on facts and hencenwtlbe a sound
one.

(80 A sound policy should establish the desired geneof the
company. Policies are useful indicators of thedcmt and
philosophy of the company and about what the comsaands
for. These policies being formal statements canilyedse
communicated to the staff of the organisation, &l w&s the
members of the public.

3.15.2 Procedures

While policies cover a broad area of action, proces prescribe the
exact manner in which an activity is to be compuletdt is a series of
steps established to accomplish a specific projethey generally
indicate how a policy is to be implemented andiedrout. They are
more precise guidelines permitting little or no iindual discretion.

George R. Terry (1961) has defined procedure “aeraes of related
tasks that make up the chronological sequence fanedtablished way
of performing the work to be accomplished”.

As an example, let us assume that a comentigy is to promote from
within, whenever possible. It must lay down praces for such
promotion as to the type of position to be fillededentials required,
method of interview, etc.

3.15.3 Rules
Whereas procedures specify a chronological sequehceps to be
performed, a rule is a very specific and narrowdguio action. For

example, a company may prescribe a number of safkdy, such as “no
smoking within company premises”. Wearing safedjt®in cars and
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airplanes is another example of safety rules. “&&ting in the
classroom” is a rule in all schools and collegés, e

A rule is meant to be strictly followed and is geally reinforced by
invoking penalties. For example, if it is a rugereport for duty at 9.00
a.m., then any person who consistently breaksrtibéscan be fired. A
recent New York state law requires that all cavehs not wearing
safety belt while driving are subject to fine.

All policies, procedures, rules and regulationsthods and strategies
are designed to implement and support the planpiogess so that
goals and objectives of the organisation are aelienr an orderly way.

Planning is a very important and critical ingredier organisational

operations and decision-making. It is not a paadoeall ills. Perhaps
the following observation made by George Steinex good indication

of the significance of planning.

“Planning will not solve all the problems of a mgea
Nor will planning, per se,guarantee business success.
For some companies, a continuous flow of imagimativ
ideas is the only thing that can bring successt sbme
companies, completely unexpected and unpredictable
events will bring failure despite sophisticated pmoate
planning. Some companies will succeed without
planning, largely through a benevolent environmeBiat
what has been said here is that, other things begogl,
comprehensive corporate planning will bring muctidre
results than if it is not done. It will provide wseful
framework for better innovations, creativity, visi@and
decision-making. All things considered, managei w
be considerably better off with comprehensive piagn
than without it”.

3.16 Organisational Objectives

Planning, plans and strategies are all means endn Accordingly, the
end of the objective must be very clear. Thesedaibjes are “those
ends which the organisation seeks to achieve byexistence and
operations” (Glueck, 1976).

Objectives, which are desired outcomes and goalEhwhre more
concrete aims, both provide direction for the orgation. They direct
the efforts of the management towards the end. y Hi®o provide a
standard against which the organisation can measaneerformance
and results. Accordingly, these objectives mustsbecific, clear,
precise, easy to understand, and goals should bsistent with the
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long-range mission of the organisation, and shd@destablished with
the following considerations.

(@) Environmental Conditions

These conditions include the availability of rawterals, skilled labour,
energy and other resources. The long-range obgsctnust ensure that
these resources will not become scarce. Additipn#the objectives
must keep abreast with new technological developsnen

(b)  Economic Conditions

The current economic conditions and economic trendst be seriously
considered while setting objectives. The objecto@xpansion during
recession may not be advisable. Economic fluatnatimust be
assessed and predicted accurately.

(c) Internal Resources

There is no point in establishing an objective & @Wo not have the
means to achieve it. Accordingly, objectives sHooé set relative to
the company’s resources of capital, skilled persgnmhysical
equipment, etc.

(d)  Anticipating the Future

Future events, being most unpredictable, have armajpact on the
realisation of objectives. Future opportunitiesd ahreats must be
identified- and as much as possible, they mustnicerporated in the
organisational plans (Klein, 1980).

3.17 Hierarchy of Objectives

Organisational objectives typically exist in a kiehy. The broader
aims of the company are broken down into hierasthgegments of
divisional objectives, work group objectives andiwidual employee
objectives. Each higher level objective is supgidbrby one or more
lower level objectives. This process enables eamber of the
organisation to relate his contribution to the @ellesbjectives (Granger,
1963). This helps the proper alignment of all orgational levels with
the central aim of the organisation.
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3.18 Characteristics of Sound Goals
The characteristics of sound goals are as listemhbe

1. Goals and objectives should be realistic and ainhable.
Overly optimistic but unrealistic goals serve asra@-deflators,
and hence, ineffective. Realistic goals providesense of
accomplishment, and thus, act as motivators.

2. Goals should be specific and measurableGeneral goals are
difficult to interpret and difficult to measure. oF example,
“improving employee safety” is more difficult to filee and
measure than “reducing work accident by 20 perceS8thmilarly,
morale can be measured in terms of employee taslimad
absenteeism which are quantifiable.  Similarly, aalg of
increasing the market share of the company by &gmerllows a
manager to measure the progress over a perioohef ti

3. Goals should be time-bound. Goals can be set on a daily,
weekly, monthly, or yearly basis. In many situafipthere are
five-year plans and ten-year plans. The time framehich the
given goals and objectives are to be achieved bristalistically
established.

4. Goals should be result-oriented. The focus should always be
on ends and not on means. The means must be gdhdifi
necessary, by retraining employees or changes itnads or
equipment, but the end must remain in focus.

5. Goals should be set in a participative manner.Goals should
not be imposed upon the employees. The people areo
responsible for accomplishing these goals shoulérm®uraged
to participate in formulating them.

3.19 Advantages of Objectives

Peter Drucker (1954) has identified eight areasrevl@bjectives are
necessary and useful. These are market standmgyvations,
productivity, physical and financial resources, fppability, managerial
performance and development, workers’ performamck atitudes and
public responsibilities. Thus, objectives conttéouo every area of
management and operations. Specially, objectivedaneficial in the
following ways (Prasad, 1979).

1. Objectives make the integration of activities pssible. It
encourages unified planning. Thus, the operatiofsthe
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organisation are not disoriented and haphazard ard

unidirectional towards a common goal. This helps i
coordination of different departments and actigitresulting in a

sense of unity and harmony.

2. Objectives serve as guides for decision-making.A clear
understanding of organisational objectives givesagars the
direction as well as the tools for effective demismaking. They
no longer grope in the dark but have a clear-caisli@ar problem
solving and making pertinent decisions.

3. Well-defined and clearly understood objectives re
motivating elements. Very often when individuals participate in
goal setting or accept them as desirable, thenewicly them
presents a challenge and becomes a source ofastitisf to the
employee. This is especially true if the individgwals are
integrated with the organisational goals.

4, Objectives act as standards for control. Organisational goals
serve as a criteria or standards against whichressgcan be
measured. Any deviations can be corrected in alyimanner.
This reduces costly waste of human efforts anduregs, thus
increasing organisational efficiency.

5. Sound objectives serve as a basis for decentiaisn. If the
objectives and the process and policies to achibeen are
clearly identified, then the decision-making auityorcan be
delegated and assigned to lower level operatioratagement.
This will free the top management for policy makieagd growth
decisions.

4.0 CONCLUSION

In this unit, you have learnt that planning is tinst of the management
functions- as it precedes all other functions. Ywawe also been taken
through the subject matter from the concept throtmglihe reasons,
levels, steps, and types of planning and the diffelevels of strategies,
etc. Planning is particularly important becausescdrce resources and
uncertainties of the business environment witheacé competition for
these resources.

5.0 SUMMARY
In this unit, you have learnt about planning-the Ris of planning and

reasons for planning. The characteristics, contiobg and benefits of
planning, steps in formal planning, the principtéseffective planning,
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levels of planning, strategic planning and strateglianning process
have all been made known to you.

Also considered in this unit are the problems amditdtions of
planning, resistance to change and provision oficgency plans. The
unit also examined objectives, types of strategiedicies, procedures
and rules, and the characteristics of sound pealintysound goals.

6.0 TUTOR-MARKED ASSIGNMENT

Explain- in detail, the concept of policies, progezs and rules.
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1.0 INTRODUCTION

Control is very important in any organisation. Gohts one of the most
important functions of management- second perhapdy to the
function of decision-making. There is more to cohtthan mere
measurement and reporting of activities. It is ymanic process,
requiring deliberate and purposeful actions in oprde ensure
compliance with the plans and policies previoudyealoped.

When things go smoothly and as planned, they aderurontrol. “Self-

control” is a word we are all very familiar with-hich simply means
that we discipline ourselves in such a manner westrictly adhere to
our plans for our lives and do not deviate from“iDiet control” means

controlling our input of food to a prescribed lewelorder to achieve a
goal of physical fithess. Any deviation would make process to be
out of control, thus affecting the achievement i&-getermined goal.

Control has very broad applications- both in thespeal, as well as in
the industrial sector. Controls are there to emslat events turn out the
way they are intended to. Control is a powerfulcéy if applied
properly. Controlling your emotions sometimes ave your life.
Nuclear power is both useful and destructive; gsfulness will depend
upon our skill in controlling it. Controlled aine controlled water run
machines and industries.

In this unit, you will learn about this importargpect of management
functions.
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2.0 OBJECTIVES

At the end of this unit, you should be able to:

J define control

. describe managerial control and types of contrahouts

. list the characteristics of effective control

) discuss the control process and the behaviouralegnes for

effective control.
3.0 MAIN CONTENT

3.1 Managerial Control

The best known definition of management contraiien by Anthony
(1965) who avers that:

“It is the process by which managers assure tlsaturees
are obtained and used effectively and efficientlythe
accomplishment of the organisation’s objectives”.

Basically, the definition stresses that the functiof control is to
accomplish organisational goals by implementingiogsly determined
strategies and policies; so that whatever needbetalone, is done
properly. In other words, control maintains edurilim between means
and ends or between efforts and output. It makes that the actual
performance is in conformity with the intended armanned
performance leading towards achievement of objestivl he process of
controlling ensures that right things happen atritpet time in the right
way and by the right people.

The importance of control cannot be overemphasisesdsignificance is
heightened specially because of the following fectohich are common
to all organisational situations.

1. Size of businessas organisations grow in size and diversity, they
become increasingly complex to manage and hencedbé for
an efficient system of control which is required doordinate
activities and accomplish integration.

2. Uncertainty- control forms a basis for future action. Today’s
world of rapid and sometimes unpredictable changekes the
future very uncertain. This makes planning veryfidlilt.
Hence, control points are necessary to check tlogress of
activities and plans and make the necessary andtractive
adjustments so as to accommodate any environmgrdabes.
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3. Decentralisation trends-the current trends in decentralisation
have brought the decision-making authority to lowevel
management while accountability for results remainigh top
management cader. Controls serve the purpose oftanog
and ensuring achievement of results while delegadurthority to
subordinates.

4. Control is vital for morale- workers are happier when things are
under control. People make mistakes. Intuitiveigiens can
result in errors of judgement, especially whendhare so many
variables involved. Such wrong decisions can tasubwering
of morale. Control techniques reduce the chanéesrrors in
judgement; thus, making the organisational enviremimmore
stable- which is morale-boosting.

SELF-ASSESSMENT EXERCISE

Explain the basic meaning of control and justifye thecessity for
control.

3.2 Requirements and Characteristics for an Effective
Control System

Effective controls have certain common charactesst Some of these
requirements and characteristics are discussewbelo

1. Controls must provide useful and understandablermétion.
Misunderstood controls will not be applied properiyhe control
system format must be simple, clear, and unambigusao that
irrelevant information is excluded and only usedndd necessary
data is utilised. This will make it easier for theople who are
responsible for monitoring operations. Furthermamrmation
must be accurate in order for control systems tokvpwoperly.
Additionally, information should cover all aspectfsbusiness so
that no aspect that needs to be controlled is ovked.

2. Controls should report deviations quickly so amtoimise the ill
effects of these deviations. A well designed acangystem
should be capable of identifying potential problareas before
they arise, so that corrective action can be tabkefore the
problem becomes serious and unmanageable. Tharsgsiould
be sufficiently efficient, so that any deviations control
information is relayed to the management immedyjaaéler any
significant event occurs, so that decisions onitifermation can
be taken without delay.
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Controls must be designed so that the right peomeitor the
activities of their own fields. The sales manader,example,
should be concerned with only sales activitiesuditlg output of
sales representatives, product sales by territordes price
changes that will affect sales and any new produntteduced.
Similarly, the production manager must control dlput as well
as the quality of the output etc.

However, the total control system of the organisatmust be
delicately balanced. The control program must ée up by
individuals who have a total view of the organisatiso that the
program does not reflect the biases of one growgy the other.
For example, financial reports may be excellent,tbe company
may be facing a strike because the feedback abersopnel
satisfaction is inadequate.

The focus should be on strategic control pointshe Tontrol
system must reflect and support the organisatiest®blished
overall priorities; so that the activities of sagic significance
(where deviations will lead to greatest harm), cateive
immediate corrective action and minor activities gget lower
priority for control purposes.

Control should focus on results. The ultimate ainthe control
process is to attain objectives. Gathering infdioma setting
standards, identifying problems, measuring dewustiand reports
aresimply meango theend The controlsmustnot fail to work.
Whetherit is the fault of measuringnmechanFMS or the authority
structure it mustbemodifiedandcorrected

Controls should be economically realistic. A cohgystem must
be worth the expense. The cost of implementing dbetrol

system must be less than the benefits derivabla the control
system. A control is not desirable, if an incremeint

improvement involves a disproportionate increasecast and
effort. For example, checking every unit in massdpced items
will be costly and ineffective. A small percentagfethese units
can be taken at random, inspected and decisiong @ailamut the
entire lot of that item. On the other hand, eaatt that goes into
a space capsule must be thoroughly examined atsdltes

Controls should be flexible enough to absorb char§jace most
organisations operate under dynamic and changimgosment,
a rigid set of controls would not be appropriakgexible controls
can adjust for the uncertainties of the situatiohhe value of
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flexible control can be readily seen in the usdl@fible budgets
which expand or contract on the basis of volumbusiness.

8. Controls should not only indicate deviations, dubdd also lead
to corrective action. Simply uncovering and meggur
deviations is not enough, so the control systemtneesd to
corrective action quickly. The system must alsscldise where
the problem areas are and what factors are redperfer them
so that the management can take immediate action.

9. Controls should be simple, but difficult to manigid. Simple
controls absorb less effort and are more economi&aicessive
complexity leads to confusion. It must be desigmealccordance
with the needs and the abilities of the people whplement it;
but it should not be subject to misrepresentatiordistortions
which can be manipulated to suit somebody’s purposeto
sabotage the operations.

10. Controls should be acceptable to organisation’s begm Too0
rigid controls may cause resentment resulting welo morale
and inefficient performance. Effective controlsquie the
following,

(@) Support of top management.

(b)  Participation of all managers in setting up thetomrsystem.

(c) Acceptance and understanding of the control prodsssall
workers.

(d) Information and feedback on actual performance rbastimely
and accurate.

(e) The control system must be well communicated.

11. Control system must have outside support. Theesysthould
facilitate the organisation’s dealings with its wwmsers and
suppliers. It will be helpful to acquire commitnieand support
from the people who deal with the organisation.

12. Control system should be designed by a mix of idials with
specialisation in various and diversified fields afcounting,
organisational analysis, strategic planning, marmesgg
information systems and other related areas. Whlisensure
balance and eliminate over-domination by any oea.ar

13. The exception principte a good system of control should work
on the exception principle, so that only importdatiations are
brought to the attention of management. In othards,
management does not have to bother with activities are
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running smoothly. This will ensure that the manadeattention
is directed towards error and not towards conformithis will
eliminate unnecessary and uneconomical supervisgpyrting
and a waste of managerial time.

3.3 The Control Process

Control is a process that measures current perficenan a continuous
basis and ensures that the performance leads te poeadetermined
goal. The desired results are established thralighplanning process
and the performance is measured by establishedastds

The elements of the control system are universahature. These
elements, basically, fall under four distinct stapdisted below.

(@) Pre-determined goals,

(b)  Measuring performance,

(c) Comparing actual performance with expected perfaceaand
(d) Taking corrective action.

(@) Predetermined goals

This is a part of the planning process and invobegtting a standard of
expected performance. The goal must be clearlycitpe and
understood without ambiguity. General goals liketter education” or
“high profits” are difficult to interpret and hendead to confusion and
conflict. Goals should be specific as well as negiial. For example,
the goal of a real estate broker may be to sell hiouses per month. He
can then plan the month and monitor his performameice-president
in charge of production may have a goal of keegngduction costs
within assigned budget over a period of time. Hlébe able to monitor
the costs and take corrective action wheneverriegessary. Similarly,
a college professor may have the goal of covemmgcdhapters from a
book over a period of one semester. He will plas $thedule of
teaching accordingly to meet that goal.

The goals and objectives should be defined in rmebsu terms,
wherever possible. These should be expressed antitative terms,
such as physical units produced per period of tpnefjit to be made per
unit etc. Where it is not possible to quantify lgaguch as in the case of
high morale, community relations, discipline or atreity, all efforts
should be madeto fully understandhesequalitative goals and design
control mechanFMS that will be usefulin measuringperformancein
thesesituations Most of thesecontrol mechanFMS will be subjective
in nature and the decisions will be made on the basis of personal
judgments
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Quantitative standards- some of the quantitative standards against
which performance can be measured are as listeavbel

1.

Time standards-the goal will be set on the basis of time lapse in
performing a particular task. It could be uniteguced per hour,
number of pages typed per hour or number of telephzalls
made per day.

Cost standards- these indicate the financial expenditures
involved per unit of activity. These could be nmatecost per
unit, cost per person, cost of distribution pert etc.

Income standards-these relate to financial rewards received due
to a particular activity. Examples will be saledume per month
or sales generated by a salesperson per year etc.

Market share standard- this goal will be oriented towards the
percentage of the total market that a company wantetain or
further acquire. A company may want to increaseslitare of the
market by 4 percent next year.

Productivity- productivity goals are the key to operational
efficiency and should be set on the basis of pastopmance,
degree of mechanisation, employee skills and tngimequired,
and motivation of employees. The productivity t@enmeasured
on the basis of units produced per man hour etc.

Profitability- profitability can be expressed as a ratio of net
profits to sales. These goals will be set with ¢basideration of
cost per unit, market share, volume of business etc

Return On Investment (ROI)- return on investment is a much
more comprehensive and useful standard as it iego&ll facets
of the business such as turnover, sales, workipgatainvested
capital, inventory levels at given times, producticosts,
marketing cost, transportation costs etc. It isado of net
income to invested capital. It is superior to nedarkhare as
standard because a large share of market doeseagetsarily
mean higher profits.

Quantitative personnel standards-staff morale and dedication
can be measured to some degree by some quantissdingards.

The standards may be the extent of employee turnouenber of

work related accidents, absenteeism, number ovanees and

quality of work.
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(b)  Measuring performance

Once the standards and goals have been establibieesecond step in
the control process is to monitor and measure theab performance.
Monitoring and measurement is a continuous actiahd involves

collection of the data that represents the actwafopmance of the
activity so that a comparison can be made betwdwet is accomplished
and what was intended to be accomplished. Theurnsagnt of actual
performance must be in the units similar to tho$epr@determined
criterion. The unit or the yardstick thus choséowd be clear, well
defined and easily identified and should be unif@nd homogenous
throughout the measurement process. The choitleeotinit will also

depend upon the speed with which the control in&dirom is required;
otherwise delay in measurement will delay the adive action.

What to EvaluateAccording to Suchman (1967), there are five typles
evaluations. These are as follows.

0] Effort- effort reveals the extent of input; and the ideato
measure input to see if it is adequate in meetlrjgaives. For
example, the number of courses offered in the lessirdivision
at the college will indicate the extent of the Imesis program.
Similarly, the number of beds in a hospital will @aeneasure of
input for providing health care. A salesman’s perfance may
be measured by the number of calls he makes per dgu
(1956) gives an example of an employment agencyravhe
performance was evaluated by the number of appscan
interviewed and counseled. However, the measureofanput
Is a poor indicator of results, since simply colingeapplicants
does not mean that they all get jobs. Similay tumber of
beds in a hospital does not translate to qualigithecare which
is the ultimate.

(i)  Effectiveness-as we have seen above, the evaluation of input

elements does not adequately convey the degreffectieeness
and results. This problem can be eliminated by sueiag
outputs, such as the number of clients placedbs,jo the case
of the employment agency. However, the degredfettveness
Is relative in nature, since there is no definitdue attached to
effectiveness. For example, any number of cliprdsed in jobs
could be considered as output.

(i)  Adequacy-adequacy is the ratio of output to need and isedul
measure if the need and the output can be cledelytified and
related. If the needs are satisfied then the pmdace is
adequate. However, defining specific needs isficdlit job.
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What the need is for a specific product will bewdifficult to
evaluate.

(iv)  Efficiency- efficiency relates output to input. According to
Euske (1984):

“in terms of efficiency, it is better, if more cde done
with the same amount if input or same output can be
generated with less input. Efficiency measuresuaedul

for comparing the same process at two points ire ton
two different processes with the same output”.

(v)  Process this relates to the underlying processes whichved
effort into outcome or input into output It treds outputas a
function of input so that the focus is on evaluation of mechani
FMS thatconvertefforts into results ratherthanthe effort itself.
This understandingof mechanismwill assistin predictirg the
output of the organisation for a given input. However, the
processmustbe well understoodandbe mechanistian naturein
orderto be effective For example a salespersortannotknow
if his presentation eventhoughit is well understoodwill result
in asale Hence the outputcanbe a direct function of input, if
theprocessnvolvedis fully understoocandmeasured

Stepsin measuring performance- performanceanbe measuredby the
following steps

1. Sinceit is not possibleto checkeverythingthat is beingdone it
IS necessaryto pick strategiccontrol points for measurement
Someof thesecontrolpointsarelistedbelow.

(@ Income- it is a significantcontrol pointandmustbe asmuch per
unit of time as it was plannedand expected If income is
significantly off from the expectationthenthe reasonshouldbe
investigatecanda correctiveactiontaken

(b)  Expenses total and operationalcost per unit mustbe compued
and must be adheredto. Key expensedata must be reviewed
periodically

(c) Inventory some minimum inventory of both the finished produ
as well as raw materials must be kept in stock bafter. Any
changes in inventory level will determine whetheoduction is
to be increased or decreased. This is especraiéy dbout the
airline and hotel industry; they are always conedrabout empty
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(d)

(e)

(@)

(b)

(€)

(d)
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rooms and empty seats. Steps must be taken txeaeitiese
unused facilities.

Quality of the product- standards of established quality must be
maintained- especially in food processing, drug umacturing,
automobiles etc. The process should be continycatsserved
for any deviations.

Absenteeism-excessive absenteeism of personnel is a serious
reflection on the social environment and the wagkoonditions.
This is especially effective in the airline indysénd construction
projects, where absenteeism can cause delay andresev
problems. Absenteeism in excess of expectationst nbgs
seriously investigated.

Mechanised measuring devicegthis involves a wide variety of
technical instruments used for measurement of machi
operations, product quality for size and ingrediemaind for
production processes. These instruments may béanal,
electronic or chemical in nature. Some electralevices are
used to check passengers at the airport for cgrgnohibited
items; some others are used to detect shopliftnayuanchecked
books from the library. Polygraph tests are usedclheck
people’s explanations for certain acts.

Ratio Analysis- ratio analysis is one of the most important
management tools. It describes the relationshipnaf business
variable to another. The following are some of tmere
important ratios.

Net sales to working capital-the working capital must be
utilised adequately. If the inventory turnoverrapid, then the
same working capital can be used again and agdience, for
perishable goods, this ratio is high. Any changeatio will
signal a deviation from the norm.

Net sales to inventory-the greater the turnover of inventory,
generally, the higher the profit on investment.

Current ratio- this is the ratio of current assets (cash, rebdds
etc.) to current liabilities and is used to deterna company’s
ability to pay its short term debts.

Net profit to tangible net worth- net worth is the difference
between tangible assets (not goodwill etc.) andl tibilities.
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(e)

(f)

(9

(h)

(i)

This ratio of net profits to net worth is used toeasure
profitability over a long period of time.

Net profits to sales-this ratio measures the short run profitability
of a business.

Net profit to net working capital- net working capital is the
operating capital on hand. This ratio would detearthe ability
of the business to finance day-to-day operations.

Collection period on credit sales-the collection period should
be as short as possible. Any deviation from eistiaédi collection
period should be promptly investigated.

Inventory to net working capital- this ratio is to determine the
extent of working capital tied up in inventory. i&eally, this
ratio should be less than 80 percent.

Total debt to tangible net worth- this ratio will determine the
financial soundness of the business. This ratoukshremain as
low as possible.

Comparative Statistical Analysis- the operations of one
company can be usefully compared with similar opena of

another company or with industry averages. It esyvuseful

performance measuring device. For example, farineas area
can compare output per acre with farmers of otheations. Any

differences can be investigated and the reasonertased.

Similarly, hospitals at one location can measurartimedical

costs against those of other hospitals. Simildhg,performance
of police departments can be measured by the casopaof

crime rates in their locality with that of othecHdities.

Personal Observation-personal observation- both formal and
informal, can be used in certain situations as asmeng device
for performances, especially the performances cdqeel. The
informal observation is generally day-to-day roatitype. A
manager may walk through a store to have a gerggal about
how people are working. An airline officer may fhcognito to
evaluate the performance of in-flight attendants.

Formal observation is properly planned and requireparation.
For example, professors are periodically evaluétetheir peers
and their students. The in-flight performance ofmmercial
airline pilots is regularly measured by represévest of Federal
Aviation Agency.

79



FMS 105 ELEMENTS OF MANAGEMENT |

(c) Comparing actual performance with expected performace

This comparison is the active principle of the gs&: The previous two
— setting the goals and the measurement formae-thar preparatory
parts of the process. It is the responsibilityr@nagement to compare
actual performance against the standards estatblisfiis comparison
is less complicated if the measurement units ferstiandards set and the
performance measured are same and quantified. cbneparison
becomes more difficult when these require subjeativaluations.

This comparison tells us if anything has gone wrahghere is any

deviation; negative or positive, and what must baeedas a restorative
process for correcting the deviation. Also, thamparison not only

results in the correction of the lapses, but atsmuees the application of
the preventive steps guiding the conduct in theréut

Evaluation of deviation- before a deviation is corrected, a thorough
investigation should be undertaken as to the reaebsuch deviations,
for not only the symptoms but also the roots of pheblem are to be
examined. Were these deviations due to unrealsdtiodards set, or
were these due to lack of efficient performanceheré are many
instances where projects went over budget and twes. These
projects should be examined in their entirety andifall angles.

(@) Negative deviation- negative deviations are those that have
negative repercussions and may be in the form sff@eerruns or
the project being behind schedule or the qualitgher quantity
being below the expected levels. This underperdmoe must be
evaluated to determine whether goals should beggthor any
other corrective action is needed. For examplthdafe has been
a delay in completing the project, the reason mayhe morale
of the workers which may be evident by excessiveeateeism,
resignations or inefficient performances. Or itlcbbe due to
untrained personnel. A cost overrun can be priverease
initiated by outside vendors, or excessive macliteeakdown.
These deviations must be detected and evaluated.

(b) Positive deviations- positive deviations indicate that the
performance was better than expected and the gmdieved
were either sooner than anticipated or less cdky planned.
These deviations should also be fully investigatsdto why
underestimations were made and new revised estinsagshould
be made.
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Method of presentation of comparison and results

There are four methods and techniques for presgttimresults of these
comparisons for managerial attention and actionhes€ are listed
below.

(i)

(if)
(i)
(iii)

(i)

(ii)

(iii)

The narrative method

The tabulation method

The graphical method

Mathematical model presentation with relationslupsteractive
variables clearly defined.

The narrative method- this method of comparison is more
desirable and useful where subjective evaluationsd a
assessments are necessary. This is in the foemwoitten report
and an assessment of affecting variables such asaleno
dedication and effectiveness of human resourcdse vhriables
are difficult to quantify and an objective evalaatiis difficult to
obtain. The narrative method is also unavoidableerw
measuring and controlling the environmental vagaplsuch as
general economic conditions, governmental poliaesl their
effects on strategically planned business polici€kese written
reports may include visual diagrams and other suiogp
illustrations.

These written reports are very common when recordingna
subordinate for promotion or when recommendingualestt for
admission into graduate studies. The letters tdreace that
most companies demand from new employees are phymar
the form of written reports from previous employar other
acceptable persons.

The tabulation method-this method is the simplest and the most
common in which the measures of the goal and thempeance
evaluations, both in terms of chosen unit are atddbside-by-
side and the deviations between the two may bessepted as
percentages. This method is specifically usefutrmvthe number
of variables affected is limited and their effecésn be measured
in simple manner. For example, if we are measuwagte per
unit produced, we can easily make a table of exsaste
experienced as against what was expected as a goal.

The graphical method of comparisonthis method portrays the

relationship between the variables under compayiadnch are
primarily the aimed and actual values. Trends duee and
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certain relationships are better portrayed whernnalsgéed and
presented in the form of charts, graphs or diagrams

(iv) Mathematical representation- mathematical models are highly
effective and useful when the variables of compariare related
by complex and non-linear relationships. These efsodire
helpful in reducing the complex relationships amomgny
variables into manageable equations that can besuresh and
solved.

(d)  Taking corrective action

Once deviations have been established and preselgeidions must be
taken as to what corrective actions are needececessary to remedy
the situation and to force events to prescribegrerarranged plans.
However, these corrective actions must be takehinvihe constraints
of acceptable tolerance levels, external envirorialesonstraints (such
as those imposed by custom, organisational guiekglitabour unions,
political and economic considerations) and intec@istraints of costs
and personnel. Since the actual results do naaysveonform to the
desired results, some deviations may be expecteéganvided for and

hence no corrective action may be needed. Howewden the

deviations are of sufficiently serious considenasio the following

guidelines may be adopted and looked into:

0] Management must deal with the roots of the problangsnot the
symptoms.

(i)  Any corrective action should be taken promptly rdey to make
it most effective.

(i)  Whenever and wherever possible, corrective actiooulsl be
built into the existing plans and these controlousth be
automatic and self-monitoring like a thermostatamtrolling the
heat (this field is known as/bernetick

(iv) It must be understood that the goal itself is notstatic
phenomenon, but it is a function of the dynamiciemment.
Hence, a look into the need for altering the targetf caused by
shifts in the environments may be necessary.
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3.4 Types of Managerial Controls

The following classifications may result from théferent uses of the
concepts of control.

(1) Controls used to standardise performance in order d
increase efficiency, lower costs and optimise perimance.
The standards for performance can be set by using &and
motion studies. This will standardise the timelisgd for a
particular operation and the best method of cormgethat
operation with minimum number of movements.

(2) Controls devised to safeguard company assetifiese are partly
performance controls which reduce losses due totewasd
misuse of raw materials. Some controls may beoseat to
reduce losses due to thefts. This will requirersirsupervisory
and accounting procedures.

(3) Controls used to standardise quality-the quality of products
may be in terms of size, weight, colour, finish ingredients.
These must be as prescribed. Statistical quaditgrol methods
can be used for testing purposes. Some charderimay be
judged by visual observations and inspections.

(4) Controls designed to set limits for the delegatedughority-
some decisions and actions must be taken by thératen
management and some operational decisions canlbégatkd to
lower management levels. However, the extent @fude of this
authority must be fully described and communicate@ihese
limits are specified through directions and polgnuals.

(5) Controls designed to measure worker’'s performancethis is
to ensure that workers are performing accordingtémdardised
level. Performance standards set may be outputhpar or
output per employee and these standards may beiatedl
against set quotas of production.

(6) Controls designed to measure and enhance worker #tides-
some of the areas considered are absenteeism,r |alrowver
and safety records. The contentment of workersbeagauged by
using attitude surveys and close friendly supeowisiand
participative management wherever possible.

(7) Controls used to monitor total performance and opeations-
some of the factors included are sales and pramudtrecasts,
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profitability and market position, personnel deyestent and
work environment, etc.

(8) Controls designed to synchronise all operational &wities of
the enterprise. This will allow central management to keep a
balance among various aspects of the company. ddmsbe
achieved by prescribing and using master plansanisgtional
manuals and procedures.

3.5 Types of Control Methods

Most methods of control can be grouped into fousiddypes which
may be applied individually or in combination wigach other. These
are listed below.

1. Pre-controls- these are sometimes called “feed-forward” controls
and are preventive in nature. They are designegitunate the
cause of any deviation that may occur later andestablished
before the activity takes place. For example, iftadent is
performing poorly in a course at the beginninghaf semester, he
should not wait until the end of the term to makargyes in his
study habits. He must make adjustments before tbas late.
These controls are meant to make sure that perfarena
objectives are clear and all resources are availail the time
when needed, to attain these objectives. Mosnhpfleviations
occur because proper planning was not initiatedearfidrced and
proper resources were not available. An examplée‘fedd-
forward” controls will be the use of capital budggttechniques
for evaluating capital investments.

2. Steering controls-the key feature of this control is the capability
to take corrective action when the deviation h&eraplace but
the task has not been completed. Some of the d&ampe in-
flight corrections of off-course airplanes and guddmissiles or
steering the car into the lane when it is off tueel.

The great advantage of steering control is thatective actions can be
taken early. An early start with steering contriolsreases the chances
that we will achieve a favourable outcome. Fotanse, the sooner the
failing student gets tutoring in his course, thé&tdyeare his chances of
passing the course.

Steering a course in business is like steering egamliner where
several adjustmentgnrouteare necessary. These steering controls are
based on forecasts about where one course of awibnland as
compared to another course of action. The coumecctions are based
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on the prediction of results. Of course, the lartge time span between
action and results and the higher the volatilitytted environment, the
more uncertain these predictions can be.

Since effective steering controls require predrctmf outcomes, it is
necessary to find some indicators that will assistorrectly predicting
the results. Some of the indicators are listedwel

(@)

(b)

()

(d)

(€)

Input indicators- the level of some key inputs may predict the
response to them. For example, inquiries fromausts can
result in actual orders to a predictable degremmil&ly, orders
received will be a good indicator of future shiprisen

Success of early stepghe early attempts and successful results
of those attempts can indicate the degree of ssamlethe final
project. For example, early receptions of a neadpct give
strong clues to the long run success of the prod&ame idea
goes for early reviews of a new book or a new play.

The skill and sophistication of the processthe skill and

precision with which an operation is completed paedict the

success of the outcome. For that reason, a RoNgdRcar lasts
much longer than other mass produced assembly dars.

Similarly, the number of good contacts an insuraagent makes
Is an indication of how many policies he will sleller etc.

Symptoms-some symptoms are clear indications of necessity f
steering. For example tardiness and absenteeisa ¢g®od
indicator of low morale which can affect labourietncy, and
hence, requires that some steering have to be d&@mmilarly,
traffic conditions are good symptoms of whether yali reach
your destination in good time or not.

Unexpected eventsmost processes and expectations of results
are based upon certain key assumptions about Wieoement
such as economic conditions, social environmentegonental
actions etc. These factors should be carefullyitoed so that
any unexpected changes can be dealt with carefndyin time.

Yes/no controls-these controls are designed to check at each
checkpoint whether the activity should be allowedptroceed
further or not. These controls are necessary aefulwhere a
product passes sequentially from one point to amothith
improvements added at each step, along the wagseTbontrols
stop errors from being compounded. Quality conth@ckpoints
where inspection will determine whether the acggivghould
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continue or not is an example. Safety checks egdl lapprovals
of contracts before they are immediately noticeainie traceable
so that immediate and effective remedial action dam
undertaken. There are other types of symptoms rifct the
inadequacy of control process which requires inddemalysis
and reorganisation and re-evaluation of the systeffihese
symptoms of inadequate control are generally due
organisational defects, rather than mechanicalctiefend can be
traced to morale problems.

Some of the symptoms of inadequate controls alistad below.

(1) An unexpected decline in revenues or profitsthis may be an
accounting problem or unaccountable responsibiitysimply
that the quality, quantity and promotional elemdrase not been
adhered to, resulting in low sales.

(2) A degradation of service and customer complaintsexcessive
customer complaints either about the quality ofghmuct or the
service are hardly conducive to the company’s safviand
growth. How the company handles the customer caimigsl is
further indication of whether the control processworking or
not. That is one reason why some companies ha@iey of
“the customer is always right” and attend to tle@implaints in a
satisfactory manner. A personalised service i@gbmwelcome.

(3) Employee dissatisfaction-this may be evident by increase in
turnover, number of grievances filed and rate ofealbeeism.
While the secret of life is- “not to do what yolkdj but to like
what you do”; it is important to create an envir@mt) both
physically and conceptually, which will be condueito worker’'s
dedication to work.

(4) Unnecessary working capital shortagesthese are the shortages
that are caused by excessive and unused inventrieaccounts
receivable delinquencies. These symptoms indittsde things
are getting out of control and the reasons forgéhg&gmptoms
must be carefully examined. Is the excessive itorgra quality
oriented problem or a sales oriented problem? \&he the
receivable accounts not received in the prescribed? Is it a
bad choice of credit customers or is it negligeonehe part of
the accounting people in the organisation? Thesklgms must
be investigated and solved so that the working tahps
optimally used.
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(5) Idle facilities or personnel-these symptoms are also tied in with
other symptoms. For example, idle facilities may due to
already excessive inventory which ties up the wuaglgapital that
Is required to operate the facilities. Similailjle personnel may
be due to idle facilities or due to improper hiripglicies of the
organisation.

(6) Disorganised operations-these may be evident by workflow
bottlenecks, lack of operational efficiency thusrgasing the cost
and time of production. Proper control checkpointast be
established. Excessive paperwork reduces clafitgstructions
and operations so that paperwork should be minandl to the
point.

(7) Evidence of waste, inefficiency and excessive costhese
symptoms may partly be the result of mechanicableissence
but perhaps, these may primarily be due to lackwofker
commitment and low morale which may have deepetsrwothe
whole organisational control system.

All these symptoms signify a deviation from whae thystem
should be and all efforts should be directed to ¢heation of
work environment in which these symptoms shouldpglear.

3.6 Behavioral Guidelines for Managerial Controls

Some of the basic means to make the control prouness effective and
acceptable are as listed below.

1. Set meaningful, acceptable and attainable standats control
system will work effectively, if- in setting up the standards,
there has been an appropriate input from worker® \ahe
expected to meet these standards. Also, conantlatds should
be relevant to the job and the reasons for a pdaticcontrol
system should appear justifiable to those who roastply. The
workers work harder, for example, to produce aebeguality
unit (a control process), if such improvement vgkt future
contracts for the company which will mean more sofor all.
Also, while administering controls, management $thou
recognise and take into account feelings and d#gu of
individual employees. Management should humanise
administration of control.

2. Establish an effective, accurate and timely two-way
communication- for any control system to be effesti
information regarding deviations must be commumidato
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management and workers, as quickly as possible. is Th
information and feedback must be accurate, foraimeome is
dependent upon the accuracy of informational inputhe
information about the deviation should be gatherpdckly
because some time elapses between the occurrendbeof
deviation and taking of a corrective action sinanagers gather
control related information, make an investigatiaealysis,
develop necessary reports, choose a course ofctigaeaction
and actually employ this correct decision. Thigdirenperiod
should be minimised, as much as possible.

3. Reward attainment of standards- the control systalinwork
much better, if the employees directly responsibleattaining
the set standards are recognised for their conimitou This
recognition will boost their morale and induce thémmove,
even more, positively towards attainment of higgeals. This
recognition can be in the form of financial rewacdther forms
of status improvement.

4. The best means of effective managerial controls tre
development of voluntary cooperation, participati@@nse of
responsibility, self-control and self-disciplineéself-control adds
higher value to a person’s self, resulting in higheternal
satisfaction and self-actualisation. This inducegrspnal
involvement in work and the employee becomes istetkin
effective work performance.

4.0 CONCLUSION

In this unit, you have learnt about the importarafecontrol as a
management function. Emphasis has been laid onelbe to embark on
control in order to determine whether prescribedcpdures are
followed or that the set target have been achieWere deviation is
observed, effort could be made to investigate thaese and institute
measures to correct the anomaly.

5.0 SUMMARY

In this unit, you have been exposed to control asuraction of
management. The unit also examined the followinganagement
control; the requirements and characteristics féecdve control; the
control process; types of managerial control; typesontrol methods
and the behavioral guidelines for effective control
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6.0 TUTOR-MARKED ASSIGNMENT
1. What part should employees play in setting up drirements
for an effective control system?

2. What are some of the symptoms of inadequate cntrdte all
these symptoms traceable to certain well definedes? Explain.
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UNIT 1 ORGANISING
CONTENTS
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1.0 INTRODUCTION

Every organisation is made up of human and physesdurces. These
resources are brought together in order to accemgali predetermined
goal. In order to accomplish these objectiveksanust be identified,
the tools and technology required must be providgled a structure of
relationships must be identified. It is the fuoatiof management to
determine the best structure that will optimise thilisation of

resources. Management organises these resouftesorganisation is
a means of achieving the best result from concesftiedt. Organisation
deals with people and their relationship in an gmige. It is the
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organisation that determines the types of peoptpiired and their
relationships. Thus, the type of personnel andcsire required in a
hospital is different from the personnel and suietrequired in a
weaving enterprise or a university. In this uafforts will be made to
take you through this topic with the sole aim ofigg you a complete
overview of this important and the first managenfanttion.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

. define the concept- organisation

o differentiate between formal and informal organmat

) describe organisational charts, structure, line asthff
organisation

o explain what is meant by authority and relationsippwer and
influence and sources and limits of authority

. discuss kinds of organisation, levels in organisatisuperior

authority, subordinate acceptance and respongibilit
3.0 MAIN CONTENT

3.1 Meaning of Organisation

An organisation can be seen as an entity. Thisuis ¢of all business
enterprises, churches, hospitals, or clubs. Itbmseen as a process of
coordinating individuals’ efforts to accomplish @nemon objective. An
organisation is a group of people bound togetheprtivide unity of
action for the achievement of a predetermined obec All
management theorists — Fayol, Follet etc., recegniss important
management function. Organisation is very funddaieto human
nature. Man is a social animal and shares relshipn with his
neighbours. The subject of organisation is centmlsociology,
psychology and even anthropology.

3.2 Kinds of Organisation

Organisations can be classified into two broad imgmd(a) formal and
(b) informal organisations.

a. Formal organisation

Formal organisation can be seen as a direct ogpaditinformal
organisation. It is a planned pattern of groupavesur designed to
achieve an objective. Most relationships found imngn business
enterprises are formal. The main reasons for fbomganisations are:
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1. to establish logical patterns of inter-relationshggmong members
of the group;

2. to secure advantages of specialisation or divissddnlabour
whereby the optimum utilisation of talents can éalised;

3. to coordinate activities of the component parts owrder to
facilitate the realisation of the goals of the arngation (Massie
and Douglas, 1977).

In Nigeria, the problem of formal organisation @& 80 acute because of
the nature of Nigerian businesses. As an orgaoisajrows, the
component parts become more complex, the technotbgynges and
requires special expertise and consequently, mtenton. Small
enterprises do not require the same magnitudesks$ tas large ones, and
are therefore easier to design.

b. Informal organisation

Informal organisation can be described as the umgeraction that
occurs simultaneously and naturally without oveftuence.

3.3 Organisational Charts

An organisational chart is a visual device thatvehahe various
departments and how they relate to one anothere chart helps the
employees, the board of directors and stockholttersee- at a glance,
the division of responsibility and lines of authpri One of the major
advantages of an organisational chart is thatlgshm studying how to
modify or improve the relationships and areas spoasibilities within
the organisational structure. An organisation cg@erate without a
formal, organisational chart, but the presencdefdhart gives evidence
of a thoughtful, planned structure. The chart dne® way indicate the
existence of certain positions identified by bosesl line of authority
shown by solid straight lines connection. The feglrelow shows an
example of an organisational chart.
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Board of Directors
Managing Director
I I I
Manager Manager Manager Manager
Sales Products International Industrial
Division Division
|
[ ] [ ] [
Supervisor Manager Director Workers
Eastern Product A E. Mk
Zone
Supevisor Manager Director Workers
Wedern Product A W. Mk
Zone
Figure 1.1 Organisational Chart

3.4 Organisational Structure

Sound organisational structure involve#viding activities into
departments, divisions, units and sub-units, dedjnirelationships
between the heads and members that make up the uwit good
structure:

(@) identifies the operating departments (sales ademnt,
production department and finance department).

(b) isolates the service department (personnetareh).
(c) places emphasis on balancing the structure.
(d)  shows the role of committees in the organisatio

One of the major problems confronting managemsrioidecide the
organisational structure to be adopted. Importargstjons relating to
duties and role of each department and line execti@ve to be clearly
defined. A decision has to be made if the orgdioisais to be
decentralised or centralised and the number of stgjuired for each
task has to be determined. As experts succinatiyinsarise it, the
important features of an organisation to be designelude division

93



FMS 105 ELEMENTS OF MANAGEMENT |

into sections and units, number of levels, locaioh decision-making
authority, distribution of and access to informatiphysical layout of
building, type of people recruited, what behavioars rewarded and so
on (Robert, Simon, 1960).

A good organisational design is one that leadght® attainment of
organisational objectives. A good organisationedighn is one that is
fixed and will never require a change. The sysigmreated to change
when the environment in which it operates contramtswhen the

company is expanding or reducing its operationstibjes or during the
process of re-organisation. A good organisationjudged by its

economic performance, ability to operate in a dywaenvironment and
the growth and satisfaction of the members.

3.4.1 Types of Organisation

Organisational structure can be subdivided into,twamely- line
organisation and staff organisation. This is déscd further below.

Line organisation

In a typical line organisation, authority is divegtdownward in a
straight line from the Board of Directors to the Mging Director and
to lower management levels. Every line executias lassigned
responsibilities and authority assigned to him laasl its supporting staff
to execute the functions. A manager with line atiti is answerable
for the performance of his subordinates. The eygde with line
function are responsible for the immediate attainimeof the
organisation’s objective. The flow of authoritydamesponsibility is
usually straight or direct, and accountability gablished. There are
three basic advantages-as listed below.

(1) This structure is simple and easily understandatye all,
accountability is easily established. Conflict afithority is
reduced to a minimum.

(2) It lends itself to quick decision-making. Decisioraking is
vested in one person who is in charge of the deyeant.

(3) Expenses related to overhead are reduced to a ommias the
role of executive specialists is eliminated.

Line and staff organisation

This form of structure resembles the line structordy that specialists
are included in the organisational arrangementscidions are made by
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line executives with the advice of staff executive&dtaff executives are
experts in their fields — (accountants, lawyersispenel specialists,
engineers etc.) they advise the line executives wahe directly
responsible for the immediate attainment of theanigpational goals.
Figure below shows the line and staff structure.

Director General

Manager Manager Manager
Production Finance Marketing
| AN |
\
\\
Plant Chief Advertising Field Sales
Supervisor Engineer Manager Manager
\\\\\

Controllel Treasurer 7| Salesmen

Figure 1.2: Line and Staff Organisational Struaur

In this chart, the solid lines represent the flowaathority, and broken
lines indicate a staff or advisory relationshipheTadvertising manager
can advise salesmen but he has no direct contssl them. Authority

relationships are discussed in full below. Liné ataff structure is best
used when the organisation is relatively large sargting a big market.

3.5 Authority Relationships

This is further divided into three, namely-linettaarity, staff authority
and functional authority.

a. Line authority

As pointed out, line authority connotes “commanglationship. This is
the authority that makes one to expect obedienam fsubordinates.
Line authority has been described as the chairoofnecand as it flows
from the stockholders to the Board of Directors, the Managing
Director all the way to the employees. As Fox obsg, “line positions
in an organisation are those concerned directiy \hie creation and
distribution of utilities or with the managementsafch activity.
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b.

This position is advisory in nature.

Staff authority

ELEMENTS OF MANAGEMENT |

Generallystaff executive is a

specialist who study a problem, identify the al&tives and make
recommendations to the chief executive for decisibe advises, and to
advise is not to decide — only the line executisevésted with that
authority, unless this power is delegated to him.

C.

Functional authority

This process allows a staff executive (enginelamgyers, accountants,
and advertising managers) to make decisions andemgnt them
within clearly defined guidelines. This procesguees the workload of
line executive by taking advantage of the expertidethe staff
executive. The staff authority aims at supplenmgnthe activities of
line authority. This process helps to reduce theau conflict between
line and staff executives.

Table 1.1:

Summary of Line, Staff and Functional Authority

S/N

ADVANTAGES

DISADVANTAGES

LINE AUTHORITY

1. | Maintains simplicity. Neglects specialists in planning.

2. | Makes clear division of authority. | Over-works key men.

3 Encourages speedy action. Depends on retention of a few k

men.

STAFF AUTHORITY

1. | Enables specialists to give expeonfuses organisation if functions &
advice. not clear.

2. | Frees the line executive of detaile®educes power of experts to conv
analysis. recommendations into action.

3. | Affords young specialists a means|ofends towards centralisation
training. organisation.
FUNCTIONAL AUTHORITY

1. | Relives line executives of routineMakes relationships more complex.
specialised decisions.

2. | Provides framework for applyingMakes limits of authority of eac
expert knowledge. specialist a difficult cooperatio

3. | Relieves pressure of need for laigeroblem.

numbers of well rounded executive

sTends towards centralisation

o I

of

organisation.

3.6  Authority and Responsibility

Authority, as used here, is the right to act oridec It describes the
relationship between and among people or groups.pefson has
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authority if he has the right to command and expéetdience from the
subordinate.

No organisation can survive if authority is notteelsin some people. In
fact, an organisation is nothing but a structurawhority relationships.
In business organisations, authority flows from tbp downward. In

designing an organisation, the authority relatigmss clearly defined.

It is the responsibility of those in whom authorigywested to coordinate
the activities of the organisation in order to anptish organisational
goals.

Organisational authority is vested in the positioot on individuals.
The authority is given to an employee because lElsn@ degree of
authority in order to achieve a given level of protvity or sales.
When the individual resigns, the authority is integl by another
employee who occupies the position. In this case,speak of the
authority of the manager, the powers of the pregidethe governor.

3.7 Power and Influence

At this juncture, it is necessary to distinguishtween power and
influence, in order to contrast them with autharityower is the ability
an individual has to compel another to do sometlaigginst his wish,
despite any resistance. A man who holds a busim@ssat gunpoint
demanding that the businessman should surrendeyoloids has power
to take possession of the goods. Power is evideasituation wheré
has control oveB or can forceB to do something he does not want to do
despite resistance.

Influence, unlike authority, is not vested in ardimdual. A has
influence overB if he can modify or affecB’s behaviour. Thus,
influence is a very moderate form of power. A persnfluences his
friend because of the rapport they have establishedthe years. One,
who influences, uses persuasion and suggestiorhtevee a desired end.
Influence takes place in all interpersonal relahips. Unlike power
which implies a fear of punishment, harm or lossstatus, influence
does not.

In an organisation, the interpersonal relationsgumetimes dictates the
use of authority, power of influence. A supervis@as power over an
employee because he has authority to use rewambmshment. A
supervisor can also influence an employee to aceepposition.
Authority is a source of influence and a poterd@lrce of power.

A physician may persuade a patient to submit hihisebperation. He
has, in this instance, knowledge-based influencest jas personal
characteristics such as self-confidence, honesfypearance, or
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dynamism can give one charisma-based influence. Nigeria, a
person’s appearance influences the receptionistetade whether the
visitor will see a manager without waiting or ndthis is commonplace
in service establishments such as the post-offi@ks, and even
restaurants and hotels.

3.8 Sources of Authority

As pointed out, organisational authority is a rigghtict, to punish and to
reward. A person who possesses this authorityepatirough the
following phases.

1. Positional source

It is often said that authority is derived from twnership of property.
This is the case because, in Nigeria, the constitullows the

ownership of private property and its managemémt.entrepreneur has
been given a license to operate a business, hauthsrity from the

country to own and manage the enterprise. He cangdte this

authority to his agents or sub-agents as he degm#mhy person who

accepts employment with the organisation is sulig¢he authority of

the owner or his representatives.

In organisations, people often refer to respongjbileing used instead
of authority because authority and responsibility tpgether. One
cannot operate without the other. An entrepremaumnot operate his
business without authority to use it. In the uéhes labour he owes
them a reasonable wage and has authority to entaewliance with
the rules and regulations that govern interpersoslationships. The
origin of authority- whether in economic institutioor in social
institution where private property is non-existamiy be traced to the
rules of basic group behaviour. As these elememsge, the position
must change.

This authority which is transmitted from the basaxial institution to
entrepreneurs and managers is aptly called form#hoaty. This
authority so granted can be called institutiongbrivate.

2. Subordinate acceptance source

The acceptance of authority theory postulates tha&t source of
managerial authority emanates from the acceptahaathority that the
manager holds over subordinates. One of the atidsoin the field of
management, Chester I. Barnard made the followbggvation on the
acceptance of authority theory:
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...Disobedience of such a communication is a derfiaso
authority for him. Therefore, under this definitidhe
decision as to whether an order has authority orlias
with the person to whom it is addressed, and da#s n
reside in “person of authority” or those who issbese
orders.

The acceptance theory places great emphasis ondsudie acceptance
of the authority of the superior. Generally, acualnate will recognise
and accept his supervisor's authority if he peregithat his directives
are in keeping with organisational purposes and \eidd to the
attainment of his own objectives. The authorityiadividual has to
effect compliance can be reinforced by other meach as persuasion,
coercion, use of power, economic or special sansticA manager does
not depend on acceptance for the execution ofumstions; if he does,
there will be conflicts and organisational objeeswvill suffer.

The basic error of acceptance theorists considgt®mg in conceiving

authority, without sanctions, but also in overloakihe powerful effect
of social institutions, which confer powers thafpstsede individual
desires. The effectiveness of one’s authority canirfluenced by
acceptance but may not necessarily be nullifietheyaccepting agent’s
attitude. Acceptance theory appears to place esiplon leadership
which deals with the ability to influence other®haviour in order to
achieve a given objective. Management has authaityg if this

authority is not fully accepted by subordinatescain use power or
sanctions to secure compliance. The acceptanesnpfoyment in an
organisation implies the acceptance of authoritheestablishment.

The acceptance of authority is enhanced by theopaltgjualities of the
manager, such as technical competence, supporé@aviour and
dynamism. These qualities of leadership are furtaah to the
effectiveness of management and not, necessanlythe source of
authority.

3.9 Limits of Authority

Formal authority is very fundamental to the atta@minof organisational
objectives. All managers who occupy positions @ponsibility are
vested with it. Effective utilisation of authorigromotes organisational
harmony and, consequently, the realisation of ohéengoals. Certain
factors limit the amount of authority a particulexecutive possesses.
These factors include one’s level in the orgarasatsuperior authority
and subordinate acceptance.
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3.10 Levels in Organisation

As mentioned earlier on, authority is delegatednftop to bottom. The
higher a manager is within the organisational hang the more
authority he possesses. The managing directomoas authority than
his deputy and the deputy possesses more authbatythe managers
and supervisors. The higher the functions a maniag®, the more the
authority that is vested in him for the effectivgeeution of these
functions.

3.11 Superior Authority

The authority an executive has is influenced by dh#ority of those
above him. A superior authority influences thehauty delegated to
lower executives in any organisation. The productimanager’'s
authority to produce is influenced by the orgamses established
policies and procedures. He cannot recruit emgsym order to
achieve production quota without following the g@rlides for
recruitments. He can also be asked by a supettitodaty to stop
production until certain conditions are fulfilled.

Closely allied to the influence of the superiorhauity that limit his
authority, is overlapping authority. Where authpoverlaps, authority
iIs held in abeyance until it is resolved. Situasioarise in an
organisation where two executives engage in a thsgsito who has the
authority to approve expenditure, to authorisepiinehase of equipment
or to hire employees. A labour union on strike thesability to frustrate
the efforts of management to function effectiveliyhas to be noted that
authority is not cancelled by power conflict betweexecutives,
management or labour unions, or government ane@@netmneurs. When
conflicts arise, authority is held in abeyance lutiie conflict is
resolved.

3.12 Subordinate Acceptance

The acceptance of authority by subordinates heipthe expeditious
attainment of desired goals. Failure to acceptsoaethority produces
the opposite effect. Refusal to accept one’s aitjhdoes not cancel
one’s authority; it only reduces one’s effectivenes the given
situation. The degree to which the manager is emdl ineffective
depends on the amount of power he has to evokeltigsnto effect
compliance. Ability to evoke punishment and to aedvis implicit in all

formal authority.

A good executive does not have to punish all tme tbut when the need
arises, it is re-assuring to know that tone carcegampliance. Four
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conditions must be met before a message is accagtedithoritative;
these are listed below.

It must be understood by the recipient.

It must be consistent with the purpose of the osgdion.

It is not incompatible with the personal interasitshe recipient.
It is within the mental and physical abilities b&trecipient.

PoONPE

Many experts have stressed the fact that the asmepttheory can be
misleading as the manager can be tempted to maigpthle situation in
order to obtain acceptance from subordinates. Cidnetors that limit

effectiveness of authority include technologicahstaints, economic
limitations, social limitations and organisatioeahstraints.

3.13 Responsibility

People in authority are answerable to somebody their use of
authority. This is responsibility. Responsibilityplies obligation. A
person to whom one delegates authority is obliged ekecute,
satisfactorily, the assigned duty. Responsibilitiyginates from a
superior — subordinate relationship. A subordimatest answer to his
boss for the use of formal authority, just as a rmaswers to his friends
for informal authority. In organisations, respdmi#y is shared. When
a manager authorises an employee to execute a ttaskpbligation
created by this delegation from the supervisoutmsdinate is shared.

4.0 CONCLUSION

Organising is the second in the hierarchy of fiomgi exercised by
management after planning. This unit has givearapiete overview of
organisation- as it affects mobilisation of humaud anaterial resources
and structuring of relationships within an orgati@saal set up.

5.0 SUMMARY
In this unit, you have learnt the following:

the concept organisation

kinds of organisation

organisational charts, structure, line and stajbarsation
authority and relationship, power and influence andrces and
limits of authority

o levels in organisation, superior authority, suboatie acceptance
and responsibility.
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6.0 TUTOR-MARKED ASSIGNMENT

Write short notes on the following:

1. authority

2. power and influence

3. responsibility.
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1.0 INTRODUCTION

Communication is considered to be the most impor@amd most

effective aspect of the management process. Intpal

communication is fundamental to all managerial\véotis. All other

functions involve some form of directions and femchh Effective

management is a function of effective communicatibtany operations
have failed because of poor communication, miswsided messages
and unclear instructions. Even in life- in gengcammunication plays
a very important role among friends, within the fignand in all social

circles. “Failure to communicate” is many times tbhause of lost
friendships, divorces and disaffection between mareand children.
“My father does not understand me”- is the commonaf a teenager.
Accordingly, communication plays an important rateevery area of
human life.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

o define communication

o state the objectives of communication

) explain communication grapevines and communicapoocess
model

) discuss the barriers to effective communication.
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3.0 MAIN CONTENT
3.1 Definition and Objectives of Communication

Communication is defined as “the process of passifagmation from
one person to another” (Kazmier, 1977). It meaassmitting and
sharing of ideas, opinions, facts and informationai manner that is
perceived and understood by the receiver of thenwanication. Itis a
meaningful interaction among people where the thtaigre transferred
from one person to another in a manner such tleaganing and value
of such thoughts is same in the minds of both #r&ler as well as the
receiver of the communication.

Effective communication is very essential for masragnt to
successfully perform its functions. It is an essgningredient in
management-employee relations. According to WiRiegal:

“most of the conflicts in business are not bagit &re
caused by misunderstood motives and ignorancects.fa
Proper communications between interested partigscee
the points of friction and minimise those that in&bly
arise.”

Accordingly, through proper communication and siguof information,
management takes employees into confidence and shhken more
knowledgeable about problems and policies of thderprise.
According to Prof. A. Dasgupta (1968), the scopeafdwo-way means
of consulting and changing facts, opinions and sddaetween
management and employees pertain to:

- knowledge of policies and objectives of an enteg

- knowledge of results and achievements from tipedeies;

- knowledge of plans and prospects for the future;

- knowledge of conditions of service;

- knowledge of ways and means of improving efficierand
productivity;

- knowledge of all aspects of industrial safetyalbieand welfare.

Information and knowledge about these entire aspeunbke the
operations of the organisation, comparatively, kteufree. It is
management’'s responsibility to ensure that empbyéave all
necessary feedback. According to Peter Druckeb4),9a manager
does not handle people; he motivates guides ananm®s people to
accomplish their goals. His effectiveness deparmsn his ability to
communicate well with the employees. Good commatioa is the
foundation of sound management. It is through compation that
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workers become aware of their duties and respditigbias well as the
instructions and orders from the upper levels ohaggment hierarchy.
Also, through communication, they can make knowgirteuggestions,
misunderstanding, confusion, distortions and chgks; and this
improves coordination and control. It improves dquctivity by
developing and maintaining good human relationthénorganisation. It
is a basic tool for motivation and improved moral8upervision and
leadership are impossible without it.

It was largely the work of Chester Barnard in théel1930s which
highlighted communication as a dynamic force inpsig organisational
behaviour. He considered it as one of the thrgmrant elements of an
organisation, along with common purpose and wiliegs to serve. He
also linked communication with his concept of auityo Authority
flows down through the channel of communicatiorthatity can lose
its meaning if the channels of communication areckéd or if
communication is misunderstood or if the strendtik@nmunication is
diluted. Accordingly, he proposes seven commuranatactors which
are a function of objective authority. These @t below (as cited in
Barnard, 1938).

1. The channels of communication must be clearly ased be
known to all.
2. Every member of the organisation should be reédby some

channel of communication.

3. The line of communication should be as diregpassible.

4, There should be no blockage in the line of comgation and
the complete formal line should be used.

5. The communicator should be highly skilled in thet of
communication.

6. The line of communication should be constandgtikopen.

7 Every communication should be authenticated.

The objectives of communication, according to Mam@t982), are as
stated below:

1. to develop information and understanding amdihgakers.

2. to foster any attitude that is necessary forivation, cooperation

and job satisfaction.

to discourage misinformation, ambiguity and runso

to prepare workers for a change in methods eirenment by

giving them the necessary information in advance.

5. to encourage subordinates to supply ideas aggestions for
improving upon the product or work environment, aa#ing
these suggestions seriously.

how
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6. to improve labour-management relations by kegpitne
communication channels open.
7. to encourage social relations among workers hgoe@raging

inter-communication.
SELF-ASSESSMENT EXERCISE

Define communication and explain the objectivesmhmunication.

3.2 Communication Process Model

A simple communication model which reflects comneation as a
dynamic interactive process has been proposed bid[Berdo (1960).
His approach is based upon the following idea:

If we accept the concept of process, we view evants
relationships as dynamic, ongoing, ever-changing,
continuous. When we label something as a prosess,
also mean that it does not have a beginning, an &nd
fixed sequence of events. It is not static, at.rel$ is
moving. The ingredients within a process interaeich
affects all the others.

This model- described as a series of steps, cenefsthe following
components.

1. Message senderthis is the source of information or the initiator
of communication. This source may want to commatachis
ideas, needs, intentions or other pieces of infaona

2. Encoder- this is the process inside the human mind in trenf
of motor skills, muscle system or sensory skillattancode the
ideas to be conveyed into a series of symbols stuges or some
other format of expression.

3. The messagethe message is a physical form of the thought
which can be experienced and understood by oneoog Benses
of the receiver. It can be in the form of heariregding or other
physical gestures.

4. Channel of Communication- it is a vehicle used for the
transmission of the message. It is a medium caand bridges
the gap between the sender and the receiver. yit@a face-to-
face conversation, telephone conversation, in ewrittorm or
through any form of gesture.
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5. Perception of the messagethe message is received by the
person for whom it was meant and he becomes tleéveraof the
message.

6. Decoding processdecoding is also done in the same manner as

encoding by motor skills, muscle system or sensé&ilys and the
receiver decodes the message for the purposeeaspreting and
understanding the meaning of the message. The e
receiver's intended message the more effective the
communication is.

7. Action- this is a response from the receiver who hasvedeand
accepted the communication. This may be compliante an
instruction or simply storing the message for fatteferences.

8. Feedback-a feedback determines whether the message idyclear
understood and the required action taken. Thebieddto the
sender completes the process of communication.

3.3  Superior-Subordinate Communication

One of the basic foundations of organisational apens is the
communication between superiors and subordinateékerhierarchical
system. Traditionally, the dominant theme in tlyiset of organisational
communication has been the “downward” communica#ierfar as the
directions are concerned and “upward” communicates far as
operational reports and other feedbacks are coedern

The downward communication is from the superiah®subordinate or
from the top management down to workers through vaeous
hierarchical communication centers in between. Théy include such
standard managerial tools as statement of the mag@mal philosophy
and organisational objectives, standard operatind ather relevant
material. Downward channels are used to give eyegl® work
instructions and other information needed to eserdhe delegated
authority.

In order for this communication to be effectivee thhorkers should not
only be told what to do, but also why they are doihand why their

jobs are important. This increases a feeling ckptance on the part of
workers. It is also important that the communmatis transmitted to

workers in the language that they can understafdr example, a

machine operator may not understand much aboubthanisational

philosophy or any specialised terminology abouatetyic planning or

technological dynamics. They must be communicateal language that
he/she can clearly understand.
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Also, most workers are conditioned to accept comoation from their
immediate superiors; and hence, the message musttdred down
through normal channels and edited on the way dowherever
necessary, without tampering with the content gnhof the message.
It is important, however, that there is no commatian breakdown at
any level or from any source. This breakdown meguo due to failure
of the message to get through, failure to deliver imessage at the
proper time or proper place or improper coding b& tmessage
(Schneider, et al., 1976). The message must beddodhe language of
the receiver, rather than the language of the sende

The “upward” communication moves in the oppositeecion and is
based upon the communication demand system, desitnye the

management to receive information from operatiolealels. This

information may consist of standard reporting itesush as production
reports, sales reports, customer complaints, quatintrol reports etc.
According to Ester R. Becker, upward communicapoovides a clear
channel for funneling information, opinion and tatties up through the
organisation. The organisation must provide a aferand an incentive
system which is necessary to encourage such coroatiom. This

climate can be generated by an “open door” polityens the workers
know that their superiors are always available thscussion of
problems. The system must ensure that the supen@ve developed
listening skills as well as a sincere and sympathattitude towards
worker’'s problems. This opportunity for upward coaomication

encourages employees to contribute valuable ideasimproving

organisational efficiency (Dooher and Vivienne, 195

In addition to upward and downward communicatibseré is horizontal
or lateral communication between equals. This @eminformal in
nature and is necessary in promoting a supportikgarosational
climate. For example, supervisors at the samd lavefrom different
departments, having lunch together or coffee tagetian discuss and
organise their activities in such a manner thay tbemplement each
other and the process is beneficial to the compars/ whole.

Wenburg and Wilmont (1973) suggest that insteadarhmunication
being “upward” or “downward’- which is inter-commigation, it

should be “transactional” communication which istaal and reciprocal
because, everyone is engaged in sending (enco@ind) receiving
(decoding) messages simultaneously. Every indalids, constantly,
sharing in the encoding and decoding process amth @arson is
affecting the other. In the transactional procélss,communication is
not simply flow of information, but it develops ermgonal linkage
between the superior and the subordinate.
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According to Katz and Kahn (1966), there are fiveposes served by
superior-subordinate communication process. These

1. to give specific job instructions and directions

2. to give information about organisational procetu and
practices.

3. to educate employees as to why their jobs apomant.

4. to give feedback to subordinates about theifgserance, as to
how well they are doing and how they can improve.

5. to provide ideological type information to fdtite the
indoctrination of goals.

It has been found that in most classical typesrgawisations only the
first two of these five purposes are generally ag@eshed. Attention to
the other three purposes has a very positive impgoin the
organisational climate. As Katz and Kahn point out

“If the man knows the reasons for his assignmtns,
would often ensure his carrying out the job more
effectively; and if he has an understanding of whatjob

is about in relation to his sub-system, he is migedy to
identify with organisational goals.

In order to achieve these five communication puepasffectively, it is
necessary to have effective superior-subordinatenmanication, which
requires a careful attention to the needs and gyehwlogy of the
receiver. The importance of the receiver shouldbeoignored. Donald
Roberts has suggested the following ways in whiehdownward flow
of communication can affect the receiver.

1. People’s interpretations of communications doi@avith already
held beliefs and attitudes.

2. People usually resist messages and communisatiat require
sudden changes because most people follow the qiatbast
resistance.

3. Messages that require some kind of change ane reasily
acceptable if the entire surrounding environmetis® changing
alongside.

4. Messages that conflict with values of the reeesvwill not be
acceptable even if these messages are rationallcaichlly
desirable.

5. Messages that fulfil some needs of the receiwdl be more
easily acceptable.
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Based on these observations, it is important that superior and
subordinate work together and have a personal gekalong with
professional relationship so that they can discpssblems more
amicably and arrive at solutions.

3.4 Oral and Written Communication

Communication may be divided into two, namely: oaald written.
They are discussed below.

a. Oral communication

Oral communication is known as face-to-face commation and may
be in the form of direct talk and conversation ablpc address. It also
includes telephone calls or talking on the interceyatem. It is most
effective when settling a dispute among employaeseprimanding a
worker. In one-way form of communication, it isryeeffective for

leaders to address the followers via public addsystem or audio-
visual media. The human voice can impart the ngessauch more
forcefully and effectively than written words arglan effective way of
changing attitudes, beliefs and feelings, sincéhfdrust and sincerity
can be much better measured in a face-to-face ceati@n rather than
in written words.

Advantages

1. It is direct, simple, time saving and least exgiee form of
communication.

2. It allows for feedback and spontaneous thinking.

3. It helps in avoiding delays, red tape and ofbemalities.

4 It conveys personal warmth and friendliness #&ndevelops a
sense of belonging because of personalised contacts

5. Any misunderstanding can be cleared immediately.

Disadvantages

1. There is no formal record of transaction.

2. If verbal message is passed on along the hieicaic chain of
command, then some distortions can occur duringtbeess.

3. Lengthy and distant communications cannot beescéffely
conveyed verbally.

4. The receiver may receive the message in his pameption,
thereby misunderstanding the intent of the message.

5. Spontaneous responses may not be carefully i@

6. The spirit of authority cannot be transmittefeefively in verbal

transactions.
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b. Written communication

A written communication is put in writing and isrggally in the form

of instructions, letters, memos, formal reportdesuand regulations,
policy manuals, information bulletins etc. Theseas have to be
covered in writing for efficient functioning of arganisation. It is most
effective when it is necessary to communicate mftion that requires
action in the future and where the communicatiogeiseral in nature. It
also ensures that everyone concerned has the séommaation.

Advantages

1. It serves as evidence of events and proceedings.

2. It provides a permanency of record for futurierences.

3 It reduces the possibility of misunderstandingnda
misinterpretation.

4. It can save time when many persons must be ciedtaat the
same time.

5. It is reliable for transmitting lengthy statisil data.

6. It appears formal and authoritative for action.

7. It can be checked for accuracy, which may nalb&ys possible

in verbal communication.
Disadvantages

1. It can be very time-consuming for lengthy report

2. There is no feedback opportunity to be sure thatreceiver has
understood the message.

3. Written material may leak out before time, cagsdisruption in
its effectiveness.

4. It leads to excessive formality in personal tielas.

SELF-ASSESSMENT EXERCISE

What is communication grapevine?

3.5 Communication Grapevines

While it is necessary to have a formal organisaiostructure for
communication channels, since an effective netwarld flow of
communication may “regulate behaviour, encourag@&ovation,
integrate or coordinate activities and inform ostioct employees
(Leavitt, 1951); it is also very beneficial to aitketo informal channels
of communication. These informal channels-commoklyown as
grapevine, can communicate important operationdierg(that will not
be feasible through formal channels) to the managém
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This type of communication is more lateral in natuand it is built
around the social relationship and social inteceicimong the members
of the organisation. This informal communicati@nde considered as
a beneficial safety valve capable of carrying int@or information
quickly and accurately. It can also be consideeasd destructive,
focusing on its capacity to spread rumours, destnoyale, misinform
and create interpersonal problems. Such consideraill depend upon
the type of climate that exists in the organisa{idavis, 1953).

There are some problems with the hierarchical célsnnof

communication that can be minimised through infdrtlaannels of
communication. According to Mazumdar (1970), spobblems are as
follows.

1. The mass of information that is generated every, déy
communicated through formal channels, will createottleneck
in the speedy flow of information, at any leveltire hierarchical
structure.

2. Due to several levels in the hierarchical procesach of the
information is lost or distorted at each step, sirach person at
each level may perceive the information in a dédfdr
perspective. According to Nichols (1962):

“There is a tremendous loss of information — 37ceet
between the Board of Directors and the Vice Predide
level.  General supervisors got 56 percent of the
information, plant managers and general foremeeived
only 30 percent of what had been transmitted dowdwa
to them. An average of only 20 percent of the
communication sent downwards through the five lewél
management finally gets to the worker level”.

3. There can be some distortion in information to bexmunicated
in what is known as “protective screening”. A subpate is
likely to report to his superior only that portiohthe information
which is favourable and either ignores or disttits information
that is unfavourable to him. Keth Davis (1960) lsaggested
that grapevine channel of information should commaset the
formal channel of communication so that they botiveh a
synergetic effect for the benefit of the organiati
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3.6 Barriers to Effective Communication

The communication must be interpreted and undedsinothe same
manner as it was meant to be sent by the sendetvase it will not

achieve the desired results and a communicaticakdoavn will occur.

There are certain external roadblocks to effect@enmunication like
noise, poor timing and incomplete, inadequate arlaar information,

poor choice of channel of transmission of informatetc., which can
affect the proper reception of the communicatiém.addition, there are
personal factors which may make the communicatiat t© be

interpreted in the same manner as intended bydhdes but in a way
that the receiver wants to receive it, dependingnujpe stimuli present,
emotions or prejudices for or against a concepteology or personal
conflicts; so that instead of interpreting the et of the

communication, the intent of the sender may beppnéted.

According to Rogers and Roethlisberger (1952), campation
effectiveness is always influenced by “our veryunak tendency to
judge, to evaluate, to approve or disapprove thtestent of the other
person or other group”. This evaluation tendenay @ter the meaning
of the entire communication. Accordingly, managetshould not only
attempt to eliminate all external barriers so tthet communication is
clear and to the point, but also try to understdral perceptions and
attitudes of the receiver. Only then can the comation have its
maximum effect.

Some of the organisational barriers and some of itherpersonal
barriers to effective communication are discusssdw.

1. Noise barriers- noise is any external factor which interferes with
the effectiveness of communication. The term igvee from
noise or static effects in telephone conversiongaoiio wave
transmission. It may cause interference in the gs®cof
communication by distracting or by blocking a paft the
message or by diluting the strength of the comnatiin. Some
of the sources contributing towards noise factoes a

(@) Poor timing- the manager must know when to communicate.
message that requires action in the distant futmay be
forgotten by the time action is to be taken. Sanhy, a last
minute communication with a deadline may put toocimu
pressure on the receiver and may result in resermimeA
message must be sent at an appropriate time tal aheise
problems.
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(b)

()

(d)

(e)

(f)

(9)
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Inappropriate  channel- poor choice of channel of
communication can also be contributory to misuntdexding the
message. The manager must decide whether the aoicatian
will be most effective if it is written or by a gghone call or a
face-to-face conversation or a combination of thmedes. If the
communication has been initiated through a teleplteatl, then it
may be necessary to confirm the message of thégadutting it
in writing. Face-to-face communication, generaltynphasises
the strength of the message because it is suppoytedn-verbal
gestures of eye contact, hand gestures, faciaksgjns, tone of
voice etc.

Improper or inadequate information- the information must be
meaningful to the employee. It must be precisetaritie point.

Too little or too much information endangers effest

communication. Ambiguity or use of words that daad to

different interpretations should be avoided.

Physical distractions- the manager must recognise that in the
case of face-to-face communications, any distraatan interfere
with the process. Telephone interruptions, walkvigitors or
attending to other matters can interfere with tbenmunication
process. These external disturbances must beelioid

Organisational structure- the organisational structure should be
such that the chain of command and channels of agnuation
are clearly established and the responsibility anthority are
clearly assigned. Communication may be blocke@otib or
distorted if the channels are not clear and if plassages are
blocked or if there are bottlenecks or dead ends.

Information overloads- as dynamic changes are continuously
occurring in our life, in our society and in ouganisations, they
create a mass of information to be processed (Qdyeil980).
Overload occurs when individuals receive more imf@tion than
they are capable of processing. The result canobéusing in
processing information or some important informatimay be
laid aside for the purpose of convenience (Baclmaeax Aikeu,
1977).

Network breakdown- network breakdown may be intentional or
due to information overload and time pressures umndech a
communication has to be acted upon. Some factorgilbuting

to such disruptions are as listed below.
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(@)

Important negative information may be withheld biet
managers.

The secretary may forget to forward a memao.

There may be professional jealousy resulting irsetbchannels
etc.

Semantic barriers- these barriers occur due to differences in
interpretations of words and symbols. The words garagraphs
must be interpreted with the same meaning as ieténdThe
choice of a wrong word or a comma at a wrong place
sentence can sometimes alter the meaning of thendat
message. Many times, we have to explain that &s wot what |
meant” or “you misunderstood my message” etc., wu@oor
choice of words.

For example, a night club advertisement sign irtdiga “clean

and decent dancing every night except Sunday”,|€at to two

interpretations. First, that there is no dancimgSundays and
second, that there is dancing on Sundays, butnbislean and
decent (Haney, 1979). Accordingly, it is advishkdttif there is
any ground for misunderstanding in a message, thes
reconfirmed with the sender. For example, if yo&i@ving your

address to someone on the telephone, it is adeisdait the
receiver repeats this address so that the senderecdy it, right

away, to reassure its effectiveness.

Feedback barriers-feedback is the only way to ascertain how a
message has been interpreted. Feedback closes the
communication loop and is important for effective
communication. It is equally important to pay atien to the
feedback. Feedback may be for the purpose of conuaiing

the results of an action, or it may be for askingsiions about

the communication for further clarifications. Audéent who
misunderstands a question in the exam, but doehang the
provision to ask for clarification may end up gigithe wrong
answer.

Cultural barriers- cultural differences can adversely affect the
effectiveness of communication, especially for mnalional
companies and enterprises with multi-ethnic workéor Some
examples are as follows.

Advertisement about action-man soldier toys, wheyesoldiers
were in tanks holding machine guns, were not péedhiin West
Germany where they were interpreted as promotirajence
(Alsop, 1984).
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(b)

(€)

(d)
(€)

(f)

(a)

(b)

(€)
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Most Jewish people will not work on Saturdays andsim
muslims will not work on Friday afternoons.

Establishing deadlines to accomplish work assignmen
considered rude in most Middle East countries.

Punctuality in some countries is not consideredoirigmt.

Many important meetings and actions are contengblatier
consultations with astrologers in India.

“Coke adds life” may be misinterpreted as a defacdong life.

Accordingly, management must recognise these Ibsrras
culturally oriented; it must identify these cultudifferences and
attempt to minimise any adverse effects on comnatioic
effectiveness due to these differences.

Perception-perception relates to the process through which we
receive and interpret information from our enviremnh and
create a meaningful word out of it. Different pkopnay
perceive the same situation differently. Hearirgatwve want to
hear and ignoring information that conflicts witthat we know
can totally distort the intent or content of thessege. Some of
the perceptual situations that may distort a mars@ssessment

of people resulting in reduced effectiveness of the
communication are as listed below.

A manager may perceive people to belong to onegoageor
another as stereotypes, rather than individualsar déxample
he/she may perceive women to be less efficient gemsaor old
people less hard working or lacking drive and cvést

A manager may make a total assessment of a pees®dion a
single trait. A pleasant smile may make a positifest
impression. Punctuality alone or loyalty alone meguse a
favourable perception in the mind of the managdéris is known
as the halo effect.

A manager may assume that his subordinate’s pépoepbout
things may be similar to his own. A manager whoepts added
responsibility and challenges with enthusiasm mapgeet the
same from his subordinates. This perception lithiismanager’'s
ability to effectively respond to and deal with ividual
differences and differing views of work situations.
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Management must realise these differences in peocspand

take steps to understand the environment. A sefidamanager
must be aware of the impact of factors that affestception by
interaction with others and should also possessattibty to

influence or change the perceptions of others wheoessary so
that events and situations are interpreted as aisdyr and

objectively as possible. For example, an emplayeg resist a
message simply because he/she has not developadt ant the

manager due to past experiences. If the employsepromised
a bonus or promotion on certain accomplishments diddnot

receive the promised rewards, he may tend to igribee
communication wherever possible. Accordingly, thanager
must take steps to eliminate such negative pereptamong
employees.

6. Sender’s credibility- when the sender of the communication has
high credibility (as perceived by the receiver)e timessage is
taken much more seriously and accepted at facesvalll the
receiver has confidence, trust and respect fosémeler, then the
decoding and the interpretation of the message ledt to a
meaning that will be closer to the intended meawinidpe sender.
Conversely, if the sender is not trusted, then rdeeiver will
scrutinise the message heavily, and deliberatai for hidden
meanings or tricks and may end up distorting the#eemessage.

7. Multi-meaning words- many words in English language have
different meanings when used in different situation
Accordingly, a manager must not assume that aqodati word
means the same thing to all people who use it (@aic and
Pancrazio, 1981). A study by Lydia Strong (195@)atudes that
for the 500 most common words in English, there &@70
different dictionary definitions. For example, twerd “run” can
be used in 15 different ways. Some examples stedlibelow.

. Babe Ruth scoredran.

| have arun in my stocking.

Did you see himun?

What headline do you want tan today?
There was aun on the bank today.
Who will run for President this year?
Pleaseun my bath water.

Accordingly, managers must make sure that theyauserd in the same
manner as the receiver is expected to understarathierwise it will
create a barrier to proper understanding.
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3.7 Overcoming Communication Barriers

It is very important that management should recsgrand overcome
barriers to effective communication for operationgtimization. This
will involve diagnosing and analysing situationsgsdjning proper
messages, selecting appropriate channels for comatuny these
messages, assisting receivers in decoding angbieterg and providing
an efficient and effective feedback system. Sorh¢he steps to be
taken are as follows.

1. Feedback and upward communication- feedback helps to
reduce misunderstandings. Information is transtermore
accurately when the receiver is given the oppotyutd ask for
clarifications and answers to any questions abbetmessage.
Two-way communication, even though more time conegm
prevents distrust and leads to trust and opennégshvibuilds a
healthy relationship, contributing to the effectiess of
communication.

Upward communication is strengthened by keepingmen-door
policy and providing opportunities for workers toive
suggestions which should be taken seriously (byagament) by
acknowledging them and taking appropriate action.

2. Improve listening skills- according to Stuart Chase (1954),
“listening is the other half of talking” and is ary important part
of the total communication process. Listeningnsaative mental
process and goes beyond simply hearing. Goodimgiehabits
lead to better understanding and good interpersefationships.
Some guidelines for effective listening are asoiob.

(@) Listening requires full attention to the speak&o not let your
mind wander or be preoccupied with something eltleerwise
you will not grasp the meaning of the messagesieritirety.

(b)  Ask questions to clarify any point that you do nwtderstand
clearly and reflect back to the speaker your undadng of
what has been said.

(c) Make sure that there are no outside interruptionsl a
interferences during the course of conversation.

(d) Do not prejudge or value the importance of the @mgssdue to

your previous dealings and experiences with theleeor your
perceptions about him, positive or negative.
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(e)

(f)

(a)

(b)

()

(d)

(e)

Don’t jump to conclusions before the message isr @ared is
clearly understood.

Summarise and restate the message after it istovee sure of
the content and the intent of the message.

Develop writing skills- clearly written messages can help avoid
semantic and perception barriers. A well writtemenunication
eliminates the risk of misinterpretation. In wrgi messages, it is
necessary to be precise, making the meaning as asepossible
so that it accomplishes the desired purpose. Suwetpdul hints

In written communications are suggested by RobesGide
(1976); these are as follows.

Keep words simple-this will reduce your thoughts to essentials
and will be easier to understand by the receivEhe message
will be lost if the words are complex and do ndbwalfor clarity

of meaning.

Do not be bogged down by rules of compositionwhile the
rules of grammar and composition must be respetieg,should
not take priority over the ultimate purpose of commication.

Write concisely- use as few words as possible. Do not be brief
at the cost of completeness, but express your titeugpinions
and ideas in the fewest number of words.

Be specific- vagueness destroys accuracy which leads to
misunderstanding of the meaning or intent of thessage.
Accordingly, beprecise

Avoid credibility gaps- communication is a continuing process
and the goal of communication is complete undedstenand
trust. Accordingly, management must be sincere @ath the
trust of subordinates. Management should not belysensitive
to the needs and the feelings of the workers, Isotigs promises
should be supported by actions. The words managesheuld
be as good as a bond. Only then will an atmospludre
congeniality accrue, which will enhance the commation
process. According to studies conducted by J. L(0Lf69),
openness and an atmosphere of trust builds hesdthtionship
and closes any credibility gaps; thus, contributirtg
communication effectiveness.
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SELF-ASSESSMENT EXERCISE

Is upward communication an improvement or hindratweeffective
organisational operations? List and explain sosreetpl guidelines that
will help improve general communication.

3.8 Guidelines for Effective Communication

These guidelines are designed to help managemnove its skills in
communicating, so as not only to avoid any barrigyseffective
communication but also to strengthen the basisofstrmum results
which depend wupon the clear understanding of thesireke
communication. These guidelines are partially baggsh the principles
proposed by American Management Association. Thase listed
below.

1. The ideas and messages should be clear, brieflgorecise-the
ideas to be communicated must be well planned dedrlg
identified. This will eliminate ambiguity so th#ie message
subject to more than one interpretation. The ngEssaust be
clear, precise and to the point and free from distas and noise.
It should also be brief so that it is just necegsard sufficient
and should avoid loose ends or meaningless andcassay
words.

2. Sense of timingthe message should not only be timely so that

the decisions and actions can be taken in time wahédn
necessary, but also the timing of the message landdtting in
which the message is delivered and received isllggogortant.
An important message delivered at the wrong timenca non-
conducive environment may lose its effectivenessThe
environment involves physical setting, i.e., whethéhe
communication is conveyed in private, and alsavolves the
social climate which determines the work setting vesl as
interpersonal relationships.

3. Integrity- communication must pass through the proper channel
to reach the intended receiver. Communication fioust avoid
by-passing levels or people. When these concelmesls are
omitted or by-passed, it creates bickering, distreenfusion and
conflict. Accordingly, the established channelsstnoe used as
required.

4. Consult with others who are involved in planning the
communication- if people have participated in the planning
process, they will be highly motivated to give aetisupport to
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such communication and carry it through. Also such
participation will widen the scope and the objetyivof
communication. The people who are concerned musiwkn
exactly what they need and when they need the conwamion.
The purpose of the communication must be clearbwmby all-

as to what is to be achieved and how.

5. Be prepared to help the receiveriake the receiver’s interests
into account, and then the receiver will be mospoasive to the
communication. Management must clarify any part thé
communication that may be necessary and must eageur
comments, questions and feedback. Management esgsabe
helpful in carrying out the intended message of momication.

6. Mode of delivery-not only the clarity of intent and the content
of the message is important and necessary, butl@smethod of
delivery. Avoid negative statements like- “I amt soire, it will
work”, but be confident and definitive. The succesfs the
communication also depends upon the tone of voicéhe
communication is verbal. Written communication ddole
polite and unambiguous.

7. Use proper follow-up-unless it is a one-way communication,
which is simply meant to inform, all communicationsed a
follow up to ensure that it is properly underst@odl carried out.
A verbal communication may need to be followed ypwbitten
confirmation. The response and feedback to thenmamcation
will determine whether the action on the commumicahas been
prompt, appropriate and accurate. Inappropriatedelayed
responses should be immediately investigated amdeatore
measures instituted.

8. Communication should be comprehensive-communication
should be complete so as not only to meet the désnahtoday
but should also be based on the future need adrijenisation as
well as individuals. A reasonable projection asgessment of
future needs and environments — both work and kecshould
be incorporated, when planning and executing concation.

4.0 CONCLUSION
You have been exposed to communication, in itgetgtiin this unit. Its
importance in management process has been emphaalse, the unit

has considered types of communication, barriers efbective
communication and how to overcome these barriers.
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5.0 SUMMARY

In this unit, you have learnt the following:

o the concept of communication,

o the objectives of communication

o communication process model and superior-subominat
communication

o types of communication

o communication grapevines and the barriers to a¥ect
communication

o how to overcome communication barriers and guiéslifior

effective communication.
6.0 TUTOR-MARKED ASSIGNMENT

In what way does horizontal communication helprgating team spirit
and organisational integration?
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1.0 INTRODUCTION

Directing is concerned with channeling human efforbwards the
achievement of organisational goal. The succesthese directional
efforts is going to determine the satisfactory onsatisfactory
performance within the organisation. Accordinghg directing function
Is the action function that tests the manageriphbdity in running the
organisation.

The satisfactory performance of workers is goingegpartly dependent
upon the “directional” ability of management, butinparily it is a
function of the organisational environment. If thevironment is not
conducive to optimum performance, the managerigdcting in itself
cannot bring in the optimum results. Accordingbydurable conditions
must exist which will provide for enthusiastic ceogtion among all
people to work together to achieve both individaradl group goals.

Since the purpose of directing is to make effectige of employees, it
is usually initiated by the higher echelons of ngemaent. However, the
employee input into directing decisions will be Mg useful, thus
creating an organisational climate where workefsaane the quality of
working life.
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In this unit, you will be exposed to the functicamsd roles of directing
and leading in management and how these functiefeter to the
attainment of organisational goals or objectives.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

) describe the factors that enhance the quality dbpeance in an
organisation

. illustrate what leadership is all about

. explain the theories of leadership

o discuss leadership styles and personal charaateradta leader.

3.0 MAIN CONTENT
3.1 Directing and Leading

Directing and leading comprise the managerial fionctof guiding,
overseeing and leading people. The primary elenmetitis function is
the human element and ideals of personal relatipashThis area is
primarily geared towards leadership, motivationg ammmunication.
Since human element is the central element in tharad science of
managing, the study of human relations has beemaybr interest to
management.

3.1.1 Organisational Climate

Schneider (1975) refers to organisational climatdahe entire internal
environment of the organisation. What is the oiggtional climate or
the internal environment? Does it have any physicaracteristics or is
it primarily the way it is perceived by its memb2r3he climate reflects
the needs, desires and aspirations of the people fehm the

environment. In that context, an environment hbsu& it a set of
characteristics that are perceived by the membktheoorganisation.
According to Litwin and Stringer (1966), some oésk characteristics
include:

(@) the extent of individual autonomy allowed tomfers.

(b) the degree to which superiors establish and nooenicate
objectives, rules and methods to their subordinates

(c) the type of behaviours rewarded by the orgaioisand the type
of rewards offered.

(d)  the consideration, warmth and support exprebyesuperiors to
their subordinates.

(e) the extent of conflict and how it is managed.

()  the extent to which the members are allowegddicipate in the
decision-making process.
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Each organisation will be different in terms ofnadite as well as in the
direction style prevalent therein. The directiosigle will depend upon
the philosophy, culture and outlook of the manag&imilarly, the

organisational climate is also identified by itsltare, its traditions,

history of the organisation and so on (Gellermeé59). There are a
number of categories that define the climate of ynarganisations.

According to Harrison (1972), there are four braategories. These
are listed below.

1. Power-oriented climate- these are organisations that are
dominated by autocratic leadership. These may drmaily
dominated businesses or an organisation startednbyperson
who is still influential in organisational policyedisions. The
power structure is highly visible and the subortksaare highly
dependent upon their superiors for job security god
advancement. Decisions are made at the top anidgtractions
for implementing such decisions pass down alongctien of
command.

2. Role-oriented climate- in this type of organisation, all
managerial and other roles are clearly defined.e dperative
rules and procedures regulate actions and opesatesulting in
order and rationality. These organisations aréliigtable and
changes are difficult to implement. Responsibilitgnd
accountability are adequately traceable. Individudgements
are influenced by established rules and regulations

3. Task-oriented climate- in a task-oriented organisation, all
efforts are directed towards achievement of géalr example, if
the goal is quality healthcare in a hospital, aidions and
efforts are directed towards that goal. All perfamoes are
measured relative to the goal standards. All rde/are based on
the degree of contribution towards that goal. @dtivities, all
rules and regulations are designed with only thal go mind.
All unskilled people, relative to that particulanal, are replaced
or retrained. Any deviations are taken very salypuThe goals
are highlighted. These goals may be profit-makiapturing a
market share, imparting high quality education umaversity etc.
Some innovative business companies who hire ondy rttost
professional workers will fall into this category.

4. People-oriented climate-these are organisations where people
are given a lot of freedom to be their own bosséke primary
purpose of such organisations is to serve the nedd#s
members. Within the general guidelines of the oiggions,
rules and regulations are flexible and consisteith tihe values
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as well as the aspirations of the employees. Kkamele, a
person associated with a consulting firm takes nlg those jobs
that he likes to do. Similarly, voluntary work tvisome civic
groups is directed towards self-satisfaction afidasgualisation.

While all organisations may not necessarily fitoirdny one of these
categories, and some organisations may have agratiten of more than
one type of climate, the specific directing processighly dependent
upon the organisational environment. For exampleggn organisation
with power-oriented climate, the directing functignhighly important
and visible, where workers are continuously diréctewards certain
functions. On the other hand, a people-orientadate needs minimum
of direction from the top.

3.1.2 Human Relations

Direction is concerned with securing the cooperattb workers for the
realisation of organisational objectives. Suchrapen is easier to, if
personal objectives are integrated with organisatiobjectives. While
organisational objectives are well established defined for a given
organisation, individual objectives are highly dsiGed and depend
upon the workers’ beliefs, perceptions and emotionslence, the
characteristics of human behaviour as well as ftl& fof human
relations must be fully realised by management.

Human relation is a highly diverse field. Humannigs can interact
with each other in a number of ways — everythirgmrhelping and
cooperation on one extreme to conflict and aggoessin the other
(Baron, 1984). Studies by psychologists and caltanthropologists
have provided important insights into the pattesh®iuman behaviour.
Some of the factors affecting human behaviour aseed below
(Chatterjee, 1966).

1. Cultural influences- culture is a learned phenomenon from
childhood and is influenced by family environmerst &ell as
external environment. It consists of a common wayvhich
people live, think and work in a society and int&ravith each
other. It is a shared set of beliefs, customs lzetuits within a
group. It is crystallised in the institutions th@ople have built
together with grassroots in religion, family, conmmy,
education, etc (Hofstede, 1980).

Business operations and managerial actions areyslatiected
by the cultural setting of the members of an orgaimn. Some
cultures expect participative style of manageeadership, while
members of other cultures believe in personalityt, cthus
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expecting authoritarian style of leadership. Adoagly, the
function of directing must ensure that all diren8oare in
accordance with the cultural values of the peophel any
possible conflicts are minimised.

2. Role and status-status implies social standing in the community
and is determined by the role of a person. A paticmmissioner
or a judge has a high status in the society becalud®e role he
plays. For example, a police commissioner whareffrom the
job loses his status because he is no longer inotleeof a police
commissioner.

Similar status differences exist within an orgatisa These
differences may be due to the positions in theasaaiain of the
hierarchical structure or these may be due to pmadace of

different functions, where respect is earned duskilbin a given

function. Chatterjee (op.cit) suggests that tretaus differences
serve four purposes in a formal organisation.

First, the status system in a hierarchical chaincommand
influences the directing function of managementfégilitating
effective and authoritative communication from thep
management down to other workers.

Secondly, the position of higher status is in fteeimotivation to
persons of lower status who expects to move upugiraheir
contributions towards the organisational goal.

Thirdly, it infuses a sense of responsibility amqrepple of all
statuses who want to continue to prove that thesee that
status.

Fourthly, it identifies and differentiates betwe@ersons of
superior ability from persons of inferior abilityub similar
positional status.

Care must be taken, however, that these statusreliftes do not
become the cause of conflicts among people.

3. Informal social groups- informal social groups develop and
emerge due to spontaneous informal relationshipsngnpeople
and workers who work together as a unit in a geewronment.
For example, people of similar nature eat togethed take a
break together. This results in opportunities fifeendship and
internally rewarding relationships on the job. Mmars of these
informal groups assist each other and get satisfadtom it.
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They also supplement the formal channels of comoatioin and
are a good source of information about the psydicid set up
of the group and its behaviour, which the formaincaunication
route may not uncover. Accordingly, managementtraesk out
these groups, come to understand them, recognisé th
importance, and utilise them, constructively.

4. Perception- there is an old saying that “everyone sees thédwor
through different eyes”. Also there is a poem tbaggests
something like- “as in cloud and fire, a man sé&esiage of his
own desire”. Even when exposed to the same Siuadir
information, people react differently, with eachrgmn believing
that he/she is correct. The process through whieinterpret the
meaning of the world around us is termed “perceptiand it
plays a very important role in behaviour (Marti983).

Accordingly, management must understand that hawitbrker
views and interprets the environment around himvey

important. It will aid the function of directingf, management
directs its efforts in accordance with the workerisw of the
organisational climate and in addition tries to ifpdthe

worker’s behaviour so that his/her viewpoint codlesd with the
management’s viewpoint regarding organisationatatpens.

5. Logic and emotions-man is logical to a point, but he is much
more emotional in nature. Even his logic, somes$ime directed
towards justifying what his emotions believe iri.alman loves a
woman he will not listen or believe anything saghiast her.
The logical aspect of human beings provide for eodn
rationality or utilitarian concept, which forms theasis for
decisions and actions in choosing careers and worklitions
and exercising many other responsibilities and esuf life.
However, emotions play a greater part in shapindeipaviour,
especially when feelings are affected.

The measure of success of the directing functiolh dgpend
upon, not only the logical aspect of the human gimbyrocess,
but also on how it harnesses the emotions of thekevan a
positive manner, favourable to organisational dbjes. This
will create loyalty — sometimes blind loyalty — adédication
among workers.
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3.1.3 Principles of Direction

Some of the principles of direction are as listetbty.

1.

Integrated objectives-effective directing requires that the goals
of the organisation and the individuals in the orgation should
be integrated so that all subordinates develop mseseof
belonging to the organisation and hence the carttabs of the
subordinates to the company goals will be at thxeimam.

Direct supervision-superiors should maintain direct contact with
subordinates. Informal relationships facilitate thenction of
directing. It also makes communication easier,oarages
feedback and faster decisions. Also, when thectime and
communication is properly understood and comprebdenthere
will be fewer misunderstandings and mistakes leadio
efficiency in quality and productivity.

Participative managerial style- subordinates’ morale will be
higher when their views are seriously incorporatatb the

managerial decision-making. This will assist tlenfation of

democratic management. The democratic process anties
directing process easier, since directing, themoistaken as a
command but as a form of guidance for improvements.

Unity of direction- the direction must be clear and unambiguous
and from a single chain of command, otherwise titbaity will
be undermined resulting in disorder and confusion.

Follow-through- effective direction demands achievement of
results. The results can only be achieved by beargstantly in
touch with the developments. This requires cormiirsu
supervision, guidance, advice and coaching of glibates in
their activities to attain the desired goals.

The directing function can be conceived as a veatoth two

dimensions, namely: (1) magnitude, and (2) aim iogction. Hence,
there must be a goal to be reached- a movementrdewat goal.
Management must steer the organisation towardsgteitby directing
the efforts of the subordinates in the right di@ttwith magnitude or
efficiency. Since handling people is central toedimg and leading,
some of the major factors that contribute towarflecéve leadership
are discussed in detail.
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SELF-ASSESSMENT EXERCISE

Explain the directing function of management andlyse some of the
principles of the directing function.

3.2 Leadership

Leadership is an integral part of management aagisph vital role in
managerial operations. If there is any singlediathat differentiates
between successful and unsuccessful organisatibigs to do with
dynamic and effective leadership. Peter Druck864) points out that
“managers (business leaders) are the basic ancestaesources of any
business enterprise”. George Terry (1960) pointdlmat, “of every one
hundred new business establishments started, apmtety 50 or one
half go out of business within two years. By thmal ef 5 years, only
one-third of the original one hundred will still bebusiness”. Perhaps
it will be a valid assumption to state that the onagause of these
failures is ineffective leadership.

Leadership is not an attribute of business alolmethe military, in the
government, in the academia, in hospitals and atgd where people
work in groups, the leadership function emergesher& must be
somebody to guide that group. Leadership may bmekkfas the art of
influencing and inspiring subordinates to perfotrait duties willingly,
competently and enthusiastically for the achievameh group
objectives. Most management writers agree tha@adérship is the
process of influencing the activities of an indivadi or a group in efforts
towards goal achievement in a given situation” @égrand Blanchard,
1982).

It is important to add the element of “willingnes#i the above
definition. This element differentiates successtnll effective leaders
from the common run of the mill managers. Motimgtand influencing
people to move towards a common goal are all essexiements of
management, but the “willingness” of the followéwnsbe led highlights
a special quality that puts a leader high aboversth

Based on these elements of a leadership functeadership may be
defined as:

L=F(,g,w,5s)
where leadership (L) is a function (F) of:

followers

goal

a measure of willingness on the part of submatés, and
a given situation.

»wsa —
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3.3 Types of Leadership

There are mainly two types of leadership, nameaymal and informal
leadership.

(@) Formal leadership

Formal leadership occurs when a person is appointezlected as an
authority figure. For example, anyone who is apfea as a manager is
also given the authority to exercise formal leakligrsn relationship to
his subordinates. Similarly, a formally electedder of a country or a
state acquires the authority of leadership andngiwulirection to the
country or state.

(b)  Informal leadership

Informal leadership emerges when a person useparsonal influence
in a group without designated authority or pow&hese leaders emerge
in certain situations, because of their charm lligence, skills or other
traits, and to whom other people turn to for adyvideection and
guidance. Religious and civic leaders fit intcstbategory. Successful
managers, who exercise their given authority ioran&l way, are also
capable of exercising informal leadership relatiops with people both
within as well as outside the organisation.

3.4 Traits of Leadership

A leader has certain inherent qualities and traitéch assist him in
playing a directing role and wielding commandinfjuance over others.
Some of these traits, according to Jago (1982)asfellows.

Energy- drive

Appearance- presentability

A sense of cooperativeness
Enthusiasm

Personality — height and weight
Initiative

Intelligence

Judgement

Self-confidence

10.  Sociability

11. Tact and diplomacy

12.  Moral courage and integrity
13.  Willpower and flexibility

14. Emotional stability

15. Knowledge of human relations.

©CoNo~wWNE
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These traits are not universal in nature. Noteatlers have these traits.
Not all of these traits work at all times. Whilense of these traits
differentiate successful managers and leaders €nsnccessful ones, it
Is the behaviour of leaders, either as a resulbhede traits or otherwise,
which is more tangible and obvious and less alisthem traits. The
leadership behaviour is directly related to indinatlworker activity and
group activity, absences, turnover, and employeeal®o These are
indicators, to some degree, of the effectivenedsaufership behaviour.

Many studies have been conducted in order to ifyeatid separate such
characteristics and personal traits that refleettiddhaviour of successful
leaders. These traits then can be set up as stisndgainst which the
profiles of leaders can be matched and judged. eévew such attempts
have not been successful. According to Stagdib{), who studied the
subject of leadership most extensively, “a persomsdnot become a
leader by virtue of the possession of some comibimatf the traits, but

the pattern of personal characteristics of the deadust bear some
relevant relationship to the characteristics, @ty and goals of the
followers.

3.5 Theories of Leadership
Let us look at these one after another.

1. The trait theory- the traditional approach has been to describe
leadership in terms of personal traits and spetiatacteristics of
leaders. These traits are not acquired, but drerémt personal
gualities. The trait theory emphasises that leadee born and
not made. This theory proposes that leadershgfisnction of
these inborn traits. Some of these traits includtelligence,
understanding, perception, high motivation, so@or®mic
status, initiative, maturity, need for self-actgation, self-
assurance and understanding of interpersonal huelations.
The existence of these traits becomes a measueaddrship. It
holds that the possession of certain traits perncistain
individuals to attain position of leadership. Thilationship
between successful leadership and traits was exéynstudied
by Stogdill (1948). Stogdill (1974) believes thhe pattern of
leadership trait is different from situation tousition. A person
who becomes a leader in one situation may not became in a
different situation. There is no single personalrait that will
typify a leader and be applicable in all situations

Leadership implies activity movement and getting ¥ork done. The
leader is a person who occupies a position of mspoity in
coordinating the activities of the members of augroHence, leadership
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must be conceived of in terms of interactions —doe to lead — and
others who want to be led.

The trait theory of leadership has suffered frooklaf conclusiveness
and over-simplifications. The critics have chargedt the theory
focuses attention only on the leader and disregdwelslynamics of the
leadership process. Also, the theory ignores theuatsonal
characteristics which may result in the emergerice leader. Some of
the other weaknesses and failures of the traitryhax@ listed below.

a. All the traits are not identical with regard the essential
characteristics of a leader.

b. Some traits can be acquired by training and n@ybe inherited.

C. It does not identify the traits that are mosportant and those
that are least important in identifying a succeldsfader.

d. The traits required tattain leadership may not be the same that
are required tgustainleadership.

e. It fails to explain the many leadership failures spite of the
required traits.

f. It has been found that many traits exhibitedlésders are also

found among followers without explaining why follevs cannot
become leaders.

g. It ignores environmental factors, which may eiffrom situation
to situation.
2. Behaviour theory- this theory studies leadership by looking at

leaders in terms of what they do. A leader's difeness is
judged in terms of individual-subordinate outcom&esearch
studies conducted by Katz, Maccoby and Morse (18biggest
that leadership behavior should be defined alongleyee-
centered dimension and production-centered dimensimth
complementing each other. This style is expectdstiow
Improvements in productivity.

Further in-depth investigations into this approdtive been
conducted at Ohio State University (Stogdill ando@n 1957).
These studies isolate two particular factors aiffigct the
leadership dimension. These are:

(@) consideration (of employees)
(b) initiating structure (giving directions and erd).

Consideration connotes rapport between the leader and the group,
mutual warmth and trust, a concern for the needb@imembers of the
work group, an attitude that encourages participathanagement, two-
way communication and respect for the feedback@followers. While
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initiating structure involves creating a work environment, so that the
work of the group is organised, coordinated, setjalenand
organisationally relevant so that people know dyaghat is to be done
and how it is to be done.

The structure entails that the leader has to osgaand define the role
each member is to assume, assign tasks to thempasid for the
realisation of organisational goals. An importdisicovery made by the
Ohio studies is that the leader does not necegseie to rate high both
on consideration as well as structure element. chte be high on one
and low on the other and still lead the group sssftaly.

Studies conducted by House, Filley and Kerr (19&kclude that both
structure and consideration are related to satisfa@and they affect
grievances and employee turnover. Groups with umedand high
considerations and low structure are lowest invgiees and turnover.

One advantage of this theory is that these two d#oas of leadership
behaviour are tangible and observable and do atéoua major part of
the behavior of a leader. Even though a causalexiion of these two
dimensions has not been demonstrated, their regdtip to leadership
effectiveness has been quite obvious.

3. Contingency theory- this theory states, that an analysis of
leadership involves not only the individual tragsd behaviour
but also a focus on the situation. Leadership Wiebais used in
combination with work group contingencies to prédiotcomes.
The effectiveness of the leader’s behaviour isiogent upon the
demands imposed by situation. There are three rmajo
components that are significant for leadership atiffeness.
These include individual differences among leaddifferences
among situations and the manner in which thesevawiables are
related.

(@) Fiedler's contingency theory- Fiedler conducted extensive
studies in this area and developed a scale to ifgeditferent
types of leaders. This scale is called Least Prede€Co-worker
scale (LPC). Th&PC reflects primarily the style of leadership.
The scale assesses how favourably or unfavourdiayldader
describes his least preferred co-worker. A highC scored
leader is the one who sees even the least prefea@rker in
relatively favourable terms and is more relatiopstiiented; and
a lowLPC leader is more task-oriented.

Fiedler selected three components that affectitbhat®on and also could
be manipulated to bring about the changes. Fsrghe leader-group
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relationship which examines the degree of trust tiia group members
place in the leader. The second is task strug¢hatfocused upon the
number of steps needed to complete the task. HAilekis the leader’s
positional power involving the extent of legitimap@wer the leader
possesses.

The most favourable situation for a leader them glwhere the leader-
group relations are positive, the task is highlpaured and the leader
has substantial authority to take decisive actions.

(b) The situational leadership approach- similar to Fiedler’s
contingency model, the situational approach, deelo by
Hersey and Blanchard, is based upon the premigeditiarent
types of situations demand different types of leslip. The
focus is on the situation in which the leaderskigxercised and
not upon the leader. A successful leader under smieof
circumstances may be a failure under a different ce
circumstances. For example, Winston Churchill wassidered
a successful Prime Minister and a leader of Engldodng
World War 1l. However, he turned out to be muclssle
successful after the war when the situation changed

The situational approach defines leadership in gevfrability to handle
a given situation and is based on the leader’s skithat given area.
Heresy and Blanchard define the major situationiabée as “task
maturity”- which is the ability and willingness perform the task. This
approach can best be described by a hypothetieahjgbe developed by
Robert A. Baron (1985). Imagine the following seen

The top executives of a large corporation are going
their limousine to meet the president of anothegda
company at a distance. On the way, their limousine
breaks down many miles from any town. Who takes
charge of the situation? Who becomes the situalion
leader? Not the president or the vice-presidentths
company, but the driver of the car who knows enough
about the vehicle to get the car started again. hAsloes

or oversees the repairs, he gives direct orderthése top
echelons of the organisation, who comply; but othey
arrive at the meeting, the driver surrenders highauity

and becomes a subordinate again.

This example suggests that in a given situatiom prson most likely to
act as a leader is the one who is most competenih&b situation or for
a given group as the case may be. Thus, in defiahthe trait theory,
some shy and introvert person may take commandeadership, if
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he/she meets the group’s requirements under giverungstances.

However, it must be understood that it will requine leaders to change
their behaviour to fit the changed situation, ifcegsary, rather than
having to change the situation to suit the leadprbkehavioural style.

This means that the leaders must remain flexib sensitive to the

changing needs of the given group (Graef, 1983).

While this approach emphasises that external pressand situational
characteristics determine the emergence and suamedsaders in
performing a given role; it is probably a combipatiof both types of
characteristics that sustains a leader over apenigd of time. A leader
Is more successful when his personal traits comghtrthe situational
characteristics.

4. The path-goal theory- the path-goal model of leadership
behaviour was propounded by House and Mitchell 41.97This
model emphasises that the leader’s behaviour hasnmplement
the group work setting and aspirations. This appnois based
upon the expectancy theory of motivation and réflecorker’s
beliefs that efforts will lead to successful resulThe leader sets
up clear path and clear guidelines through whiehsthbordinates
can achieve both personal and work-related goats assists
them in achieving these goals. This will make teader
behaviour acceptable and satisfying to subordinaiese they
see the behaviour of the leader as an immediatecesoof
satisfaction or as a source of obtaining futurestadtion.

This approach is largely derived from the path-geplproach to
motivation (Hellreigel and Slocum, 1974). To mate workers, leaders
should:

(@)  recognise the subordinate’s needs.

(b) arrange for appropriate rewards to his follsvdor goal
achievement.

(c) help subordinates in clearly establishing tegpectations.

(d) demolish, as far as possible, the barriershairtpath of goal
achievement.

(e) increase opportunities for personal satisfactivhich are
contingent upon satisfactory performance.

The path-goal model takes into consideration théermint types of
leadership behaviour. There are four such typdsebgviour that will
support this approach, depending upon the natutieecdituation. These
are listed below.
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(a)

(b)

(€)

(d)

Directive- when the demands of a task on hand are ambiguous,
directive leadership is needed; but when the taskherently
clear or clarification is otherwise available, therhigh level of
directive leadership is not required and may, iot,fampede
effective performance.

Supportive- supportive leadership is friendly and approachable
and has the most positive effect on the satisfactd the
followers working on unpleasant, stressful or frashg tasks
that are highly repetitive.

Achievement oriented-this type of support helps subordinates to
strive for higher performance standards and inesasnfidence

in their ability to meet challenging goals. Thiseispecially true
for followers who have clear- cut, non-repetitigsignments.

Participative- this leadership approach encourages subordinate’s
participation in the decision-making process. Téaler solicits
subordinate’s suggestions and takes the sugges@oimisly into
consideration before making decisions.

In addition to the various patterns of leadersbgstain characteristics of
subordinates themselves such as their ability, repee, motives,
dedication etc., and various aspects of the sanatuch as the structure
of the work tasks, openness of communication, éxténfeedback
provided etc., form important ingredients of théhpgoal model.

5.

Vroom-Yetton model (1974) -this is a normative theory for it
simply tells the leaders how they should behavelegcision-
making. The focus is on the premise that diffepoblems have
different characteristics and should therefore Ilodvesl by
different decision techniques. The effectivendgh® decision is
a function of leadership which ranges from the érachaking
decisions himself to a totally democratic procasswvhich the
subordinates fully participate and the contingesichich
describe the attributes of the problem to be ded&h. For a
successful leader, it is imperative to know thet lzggroach to
solving the problem at hand and to know how to enpnt each
decision-making method well, when required.

The model dictates that the decision reached shmeildigh in quality,

should be accepted by the people who have to ingaiem and should
be time efficient. The leader, while choosing ratsigy, decides which
element he will focus on and which may be neglettedome extent.
Studies performed to test the validity of this thyeooncludes that the
participative and democratic style of leadershim@e appropriate and

137



FMS 105 ELEMENTS OF MANAGEMENT |

successful at higher levels of an organisation, red® directive
decision-making style are utilised at lower levels.

6. The managerial grid- the managerial grid was developed by
Robert Blake and Jane Mouton (1978) and plays groitant
part in managerial behaviour in organisational ttgy@ent. It is
built on two axes- one representing the “peoplaf tre other the
“task”. Both the horizontal as well as the vertiaais are treated
as a scale from 1 to 9. Where 1 represents the irradvement
and 9 the most involvement, so that the coordinéted) will
indicate minimum standards; and coordinates (9yiB)indicate
maximum dedication of the workers and highly stoet
operations. Such an involvement will reflect uplo@ managerial
orientation towards task and towards workers wle extpected
to perform such tasks. Blake and Mouton have ifledtfive
coordinates that reflect various styles of leadgrbkhaviour.

The managerial grid figure and these styles arevshim the figure
below:

Coordinates (1, 1) -the manager makes minimum efforts to get work
done; minimal standards of performance and minimwarker
dedication.

Coordinates (9, 1) -excellent work design; well established procedures
minimum worker interference; orderly performanced aefficient
operation.

Coordinates (1, 9) personal and meaningful relationships with people;
friendly atmosphere and high morale. Loosely $tnexd work design.

Coordinates (5, 5) -satisfactory performance achieved by equating the
necessity for performance and reasonable morale.
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I~ (1,9) 9,9

5 (5, 5)

Figure 3.1: Managerial Grid

Coordinates (9, 9) -ultimate in managerial efficiency; thoroughly
dedicated people; trustworthy and respectable shere; highly
organised task performances.

This grid provides a reasonable indication of thealth of the
organisation as well as the ability of managetss the objective of all
management to move as close to coordinates (9, s9passible.
Accordingly, managers should be carefully selectedhe basis of their
ability to coordinate people and tasks for optimuoenefit.

SELF-ASSESSMENT EXERCISE

Under what circumstances are the following typedeaflership more
desirable and why?

I Autocratic leadership
. Participative leadership
1 Free-reign leadership.

3.6 Leadership Styles

Leadership styles can be classified according ¢éophilosophy of the
leaders. What the leader does determines howheeleads. A style
leadership is a “relatively enduring set of behawso which is a
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characteristic of the individuals, regardless @& #ituation” (Fiedler, et
al.). Some of such styles are discussed below.

1. Autocratic or dictatorial leadership

Autocratic leaders keep the decision-making authaaind control in

their own hands and assume full responsibility ddractions. Also,

they structure the entire work situation in thennoway and expect the
workers to follow their orders. The autocrat raageom tough to

paternalistic, depending upon whether his motivetioapproach is
threat and punishment or rewards. The autocratiddr believes that
his leadership is based upon the authority cordeuon him by some
source, such as his position, knowledge, strengtheopower to punish
and reward.

Advantages

(@)  Autocratic leadership is useful when subordiaare new on the
job and have had no experience either in the maishgecision-
making process or performing without active supsovi.

(b) It can increase efficiency, when appropriated get quicker
results, especially in a crisis or emergency simatvhen the
decision must be taken immediately.

(c) The paternalistic autocracy is useful when sdipates are not
interested in seeking responsibility or when thegl insecure at
the job or when they work better under clear andhitbel
directives.

(d) Itis useful when the chain of command anddivesion of work
Is clear and understood by all.

Disadvantages

(@ One way communication without feedback leads
misunderstanding and communication breakdown.

(b)  An autocratic leader makes his decisions, alavi@ich can be
very dangerous in this age of technological andiosogical
complexity.

(c)  Since it inhibits worker’s freedom, developmehtcommitment
to the objectives of the organisation is hampered.
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(d) Since it engenders worker’s resentment, itteearoblems with
their morale resulting in poor productivity in thoag run.

(e) Itis unsuitable when the work-force is knovgedble about their
jobs and the job calls for team work and coopeeaspirit.

2. Participative or democratic leadership

In this type of leadership, subordinates are cdedwind their feedback
is taken into decision-making process. The lead@b is primarily in
the manner of a moderator, even though he makdmtdedecision and
he alone is responsible for the results. The grougmbers are
encouraged to demonstrate initiative and creatiaity take intelligent
interest in setting plans and policies and haveimam participation in
decision-making. This ensures better managemesajtiy labour
relations, higher morale and greater job satisfacti This type of
leadership is especially effective when the workéois experienced and
dedicated and is able to work independently widistialirectives.

Advantages

(@)  Active participation in the management by labassures rising
productivity and satisfaction.

(b) Workers develop a greater sense of self-estedoe to
importance given to their ideas and their contidout

(c) They become more committed to changes that beaprought
about by policy changes, since they themselvescpated in
bringing about these changes.

(d) The leadership induces confidence, cooperatma loyalty
among workers.

(e) Itresults in higher employee morale.

Disadvantages

(@) Democratic leadership requires some favourableditions in
that the labour must be literate, informed and oiggd. This is
not always possible.

(b)  This approach assumes that all workers areigelyuinterested
in the organisation and that their individual goaile successfully

fused with the organisation goals. This assumptizay not
always be valid.
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(c)  There must be a total trust on the part of gangent as well as
employees. Some employees may consider this agpsimply
as an attempt to manipulate them. Accordingly, éh@loyees
must be fully receptive to this approach to makaeaningful.

(d) Some group members may feel alienated, if tlt@as are not
accepted for action. This may create a feelinfyudtration and
il-will.

(e)  This approach is very time consuming and toaynaewpoints
and ideas may make the decision-making process thifreult
and may be a source of frustration to impatientagament.

() Some managers may be uncomfortable with thipragch
because they may fear an erosion of their powes-laasl their
control over the labour.

(@) This approach relies heavily on incentives andtivation of
recognition, appreciation, status and prestige e [Hbour force
may be more interested in financial incentivesaadtof prestige.

3. Laissez-faire or free-reign leadership

In this type of leadership, the leader is justgufehead and does not
give any direction. He acts principally as a laisbetween the group
and the outside elements and supplies necessagyiatstand provides
information to group members. He lets the subateis plan, organise
and develop their own techniques for accomplishgogls within the
generalised organisational policies and objectivesThe leader
participates very little and instead of leading arécting, he becomes
just one of the members. He does not attempttéoviene or regulate or
control and there is complete group or individuaetiom in decision-
making. This type of leadership is highly effeetiwhen the group
members are highly intelligent and are fully awafetheir roles and
responsibilities and have the knowledge and skillaccomplish these
tasks without direct supervision.

This type of leadership is evident in research fatwsies where the
scientists are fairly free to conduct their reskaend make their
decisions. Similarly, in a university or a colleglee chairperson does
not interfere in the professor’s teaching methdmsg, only assigns the
courses to be taught. From then onwards, the ggofe are very much
their own leaders.
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Advantages

@ It creates an environment of freedom, individyas well as the
team spirit.

(b) Itis highly creative, with a free and informabrk environment.

(c)  This approach is very useful where people agély motivated

and achievement-oriented.

Disadvantages

(@)

(b)

(€)

(d)

3.7

It may result in disorganised activities whichay lead to
inefficiency and chaos.

Insecurity and frustration may develop due dokl of specific
decision-making authority and guidance.

Team spirit may suffer due to possible presentesome
uncooperative members.

Some members may put their own interests ablozgroup and
team interests.

Personal Characteristics of Leaders

Leadership is an intangible quality and its effemtiess can best be
judged by the behaviour and attitudes of follower&ven though

personal backgrounds and personalities differ widetlucation, social

status etc., are poor indicators of judgement afcessful leaders.
However, some behavioural characteristics may banoton to most

effective leaders. Some of these characteriste$isied below.

)

2)

3)

Ability to inspire others - this may be an internal “charisma”
which is an inborn trait and may not be a learnédt¢or.

Problem solving skills -an effective leader has developed the
patience and ability to look at the problem frontimas angles
and get down to the cause of the problem and toeslve the
problem, rather than the symptoms of the problem.

Emotional maturity - they are self-confident, rational and
emotionally mature. They do not lose temper qyickhd are
open hearted towards differences in opinions angosipg
viewpoints. They are warm and sensitive and notlictive in
nature.
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4)

(5)

(6)

(7)

(8)

3.8

Ability to understand human behavior - he must understand
the needs, desires and behaviour of their subdsdirend show
respect for such desires. He is emotionally supmorand is
careful enough to avoid ego threatening behaviéie.must give
credit to subordinates when the efforts are sutgless

Verbal assertiveness a leader must be an effective orator and
must be confident of his opinions and views. Hesmu
communicate his views honestly and in a straighwéod manner
without fear of consequences.

Willingness to take risks-routine work - no matter how well
done, never makes a leader. Good leaders alwagsechhe
unknown. They must accept and seek new challenigescever,
the risks must be calculated ones and the outcarhestions
must be reasonably predicted. Should these reskdtrin failure,
a leader must take full responsibility and not tshifame on
others, even though they may be operative factbts. must be
willing to tolerate frustration and defeat and fefmom it.

Dedication to organisational goals a leader must demonstrate
his dedication and commitment to the organisatiamission,
goals and objectives by hard work and self-relian¢¢ée must
make sure that his followers fully understand tihgaaisational
objectives and are equally dedicated and willingiéok for these
objectives.

Skill in the art of compromise - settling differences is a vital
part of leadership and genuine differences mustdieed by

compromise and consensus. This will induce faitthe fairness
of the leader. He must be willing to give in wheexessary and
must be able to take criticism and defeat with gragiowever,

he must not compromise for the sake of compromidimg

smooth sailing only and must be willing to take tandg on

controversial issues and accept the consequences.

Leadership and Power

A formal leader cannot function without the authpand the power to
make decisions and take actions. Some of the ibnsctof a formal
leader that require power and authority to perfare listed below
(Krech, et al., 1962).

(a)
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Setting of organisational goals within consttsi of internal
needs and external pressures.
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(b)

(€)

(d)
(€)

(f)

(9)

(1)

(2)

3

(4)

Integrates the activities of his group and develitpseam spirit
cohesiveness.

Serves as a representative of group members andffiral
contact with other parts of the organisation ardlifates group
interaction.

Gives out rewards and punishments or recommendation

Serves as a father figure and sometimes has a nmajpact on
the norms, beliefs and values of the group.

He is instrumental in resolving internal confliddy bringing
about a balance among conflicting interests.

Serves as a model of behaviour for other membef$iese
functions can only be exercised with a power ba&Seme of the
power bases classified by French and Raven (19@0)isted
below.

Legitimate power- this is the power that is vested in the
leadership to take certain actions. This power b&aylesignated
by a legitimising agent, for example, the presideind company
designating his assistant to make certain decisi@nilarly, the
power may be given to a particular leader who heenkelected
by the populace. For example, the president obumity or an
elected mayor of a city has certain power and aittho This
power may also be culturally specified. In manytuwes,
children simply “obey” their parents. In some atloailtures,
people of certain casts are highly respected. nthal old age
brings with it the power to command respect.

Reward power+this power is based upon the ability to give or
influence the rewards and incentives for the subatds. These
may be in the form of promotions, increase in gagnuses or
other form of recognition for a job well done.

Coercive power -on the other end of the reward power is the
coercive power which is the ability to influencenmhment.
This is the power to reprimand, demote or fire dosatisfactory
execution of duties.

Referent power -this power is more of personal nature than a
positional nature, in the sense that this powaoisdesignated or
acquired because of a position, but because ofopais
“charisma” of the leader. This is especially tinethe case of
film stars and celebrities whose followers and féoilow what
the celebrities do.
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®)

(6)

Expert power- this is also a personal power acquired by
expertise in a field or area. For example, we gahefollow our
doctor’s or our accountant’s instructions, becawsebelieve in
their ability and knowledge in those specified arealf the
subordinates view their leaders as competent, Waayd follow
him (Organ and Hammer, 1982).

Connections- some people have a lot of influence over others
simply because of their “connections” with the tigleople. A
person knowing the manager of a company can getafgr
somebody or recommend a promotion for somebodyhamite
commands considerable influence. Hence, this “eotsd”
person has “clout” via the resources of his fridgmplswvith the
right people.

4.0 CONCLUSION

In this unit, you have been guided through the fions and roles of
directing and leading in management and how thesetibns relate to
the attainment of organisational goals or objestive

5.0 SUMMARY

In this unit, you have learnt the following:

6.0
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factors that enhance the quality of performancaniorganisation
the types and traits of leadership

theories of leadership, leadership styles and paiso
characteristics of a leader

the relationship between leadership and power.

TUTOR-MARKED ASSIGNMENT

If you are asked to give a lecture on “how to bee@n effective
leader” — what would you say?

Differentiate between trait theory and behavioutiadory of
leadership.

“Leaders are born, not made”- comment on this.
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1.0 INTRODUCTION

There are a number of factors that contribute tde/déine success of an
enterprise. These factors include capital, equigmmanpower, etc.

While all these factors are important, the humactoiais the most

significant one, since it is the people who havade all other resources.
Without the productive efforts of workers, the nietils and resources
will be of no use. Also, if the people who are dharge of these
resources are not sufficiently qualified, then tndisation of these

resources will not be at the optimum.

Accordingly, the staffing function of managementaiwvery significant
one; especially in the light of continuous and dyitadevelopments in
the field of technology, increase in the size ofamisations due to
expansion, acquisitions, and mergers and due togesain the social
structure which makes the group behaviour of thekems more
complicated.

Staffing is the traditional management function aftraction and
selection of the best people and putting them bs jghere their talents
and skills can best be utilised, and retentionhafsé people through
incentives, job training and job enrichment progsamorder to achieve
both individual and organisational objectives. The&mphasises
managing human and not material or financial resgsr This function
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is becoming extremely specialised due to uniqueomamce and
complexity of human nature and ever changing pdgciyo behaviour
and attitudes.

The staffing function is generally handled by trergonnel department
where personnel management is concerned with “pignmrganising,
directing and controlling the development, comp&aoraand integration
of people into the system for the purpose of cbaotmg to
organisational, individual and social goals”. Trerddnnel Management
is a continuous phenomenon and requires a consiarntness and
awareness of the organisational needs and therpmispolicies should
be such that there is a continuous monitoring ef gizstem, since the
unanticipated shortages or excess of qualified lpdopany organisation
signal a defect in the planning system. Also, @engl policies and
decisions are constantly changing due to the fatlgwonsiderations.

1. Social and legal pressure is high to increaseproportion of
minority workers. This may sometimes results igslgéhan
optimal compatibility of job and the worker.

2. Affirmative action- some organisations are gbll to give
special considerations to minorities including wonveorkers in
order to compensate for past discriminations agj@ihesn. This
has been a result of special upheaval against a-daoshinated
society and businesses where women and minorit&r® wot
treated at equal level. This affirmative actionymequire more
pre-assigned jobs for minorities and women, fapt@motions
for them and lowering of performance appraisal caads for
them. In India, for example, the scheduled castepfe have
been allotted some reserved places in most medidigiges and
other professional universities and in many goveminjobs to
compensate for the discrimination that these mimsrihave
suffered over many years.

3. Workers are shifting their idea of success-wlmrccess always
meant a job with good pay, now it is more and nmsasured by
the degree of challenge on the job, new opporesitnd job
enrichment and self-fulfillment.

4. The number of people who prefer to work on d-fiae basis is

increasing. Even full-time workers are trying tet dgewer work
week hours so that they can have more leisure time.
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5. Education level of the total workforce is rginThis also applies
to blue collar job workers due to compulsory edwratto a
certain age as well as social awareness aboutehefits of a
good education.

6. There is a shift towards more skilled jobs. elto advent of
mechanisation and specialisation and technologicavations,
the number of unskilled jobs have been steadilyedesing giving
rise to more skilled jobs requiring training ancpthtion.

7. Labour unions are becoming stronger and hightyective of the
workforce. The objectives of the unions are totgeb their
workers from discriminatory treatment, increaseirtipay and
fringe benefits, improve their working conditionadahelp all
employees in general. Accordingly, Personnel Manaant
policies are affected by union’s objectives andigjoa

8. There are continuous social and technologibahges. Social
values are constantly changing due to amalgamaifomany
cultures and ideologies and emphasis on rationiaisaand
objective thinking rather than adherence to traddi social
values. Similarly, automation and computerisatidnndustries
have changed the requirements of jobs and emplagegsring
continuous monitoring of job descriptions and pekc about
personnel requirements.

Since a number of factors affect the formulatiord axecution of

personnel policies, it is important that these @e$ be based upon
sound principles which will ensure that equity gustice are accorded
to all employees, “a fair day’s pay for a fair dayvork” is adopted and
opportunities are offered to all employees for gaiisfaction and job
enrichment. Some of the essential characterisfics sound personnel
policy programme are given below.

(1) The policy statement should be clear and easilyerstdod so
that what it proposes to achieve is evident.

(2) It should be formulated after careful consideratidiscussion
and review and preserved in writing in order tovule a
definitive meaning to policies and procedures.

(3) It should be reasonably stable and should be aootisly
monitored and periodically reviewed and revisecasdo adjust
to changing social, legal and technical environnagrt changing
constitution of the workforce.
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(4) It must be consistent with the missions and gergwoals of the
organisation without violating the individual goasd objectives
so that due regard is given to all concerned partiethe
employers, the employees, the government and timencmity.

(5) The policies should have the full support of allpboyees and be
preferably evolved after full consultations withetlrade unions
so that the interests of the union members are remty
protected.

(6) It should provide for two-way communications so tthhe
employees are continuously informed of any develeapmsin the
organisation and the management gets necessatyafgded

(7) It must make a measurable impact on the processcafitment,
retention and retirement which can be evaluatedyaadified.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

J define staffing
) discuss human resources planning, selection aedtien
o explain the importance of training and developmantan

organisation.
3.0 MAIN CONTENT

3.1 Human Resource Planning

Human resource planning involves objective andesyatic assessment
of present staffing needs of an organisation, ifeny the available
personnel to satisfy current needs, forecastingfulee demand and
supply of employees, formulating staffing strategéd continuously
monitoring, evaluating and updating these needs m@asburces of

supply.

In today’'s complex organisational structure, opagatin highly
involved and complex economic, political, sociotatal and technical
environment, the most suitable employees are begpmiore and more
crucial and indispensable assets for effectivegoerdnce. As a result,
the price of poor staffing will be very high reqog improved
manpower planning as an economic necessity.

Human resource planning is important in providihg following direct
benefits to organisations.
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(1) It improves the utilisation of human resources lgjpimg the
management forecast the recruitment needs in terdmisoth
numbers as well as the types of skills required @ecelop ways
to avoid or correct problems before they becomeéogsrand
disrupt operations.

(2) It helps focus the recruitment efforts on the niidsly sources of
supply. This will cut down the total costs of hgiand training
personnel and reduce costs associated with hiriatakes.

(3) It makes provisions for replacement or back-upfdtam either
inside or outside the organisation whenever thel memses either
on a temporary or permanent basis. These avaitahleces of
supply are important to identify specially in thase of any
emergencies that may occur.

(4) It helps achieve an integration of personnel plaith other
operating as well as strategic plans by making labi@ the
personnel management information base to othemdai@onal
activities.

3.1.1 Forecasting Manpower Needs

Manpower forecasting is defined as “the processcafecting and
analysing information to determine the future syppl, and demand
for, any given skill or job category’. The primamyurpose for
manpower forecasting is to prepare for employmerdining and
development and proper use of human resources.ec&sting has
become very important due to complexity of orgatiogses requiring
more skilled personnel which are in short supply.

In addition to assessing the current situationvieleto personnel, in the
organisation, an effective human resource planprmgram takes into
consideration the future needs and trends in bothgnd personnel
availability. This will require reliable forecasy of both the demand
and supply. The key to any forecasting procedsite idetermine what
causes things to happen the way they do. If wddcknow what
determines the supply and demand for people, weadict the needs,
making the planning for changes in personnel eadieaw, let us
consider some salient issues here.

a. Opinion of expert forecasters expert forecasters are those who
are knowledgeable at estimating future human resoueeds.
These may be the personnel managers or externglultamts
who are asked to assess future needs. These dtwamn be
taken further ahead by using the “Delphi technigquefiere the
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experts are anonymously surveyed, their opiniofimae, and
these opinions sent back to experts for furthetua@mn. The
process is repeated until a consensus is reached.

b. Trend projection forecasts past trends of employee needs can
be projected into the future. One method used iswkn as
extrapolation- where, if the past trend is lineamature, it can
simply be extended into the future. For example ithe past the
company has been consistently growing, requiringhenaverage
10 additional workers per month, then by extrapotatthe future
needs will be 120 workers per year.

Another method of trend projection is known as &rdtion”. This
method relies upon matching employment growth widhme index. For
example, growth in the number of employees in tloelpction area may
be tied in with the volume of sales, so that faegain increase in sales,
there is a corresponding increase in the numberroployees in
production.

Both extrapolation and indexation are simple arptegriate. However,
in long range human resources projection, more isbpéted statistical
analysis techniques are available and employed,ingakinto
consideration external, organisational and worlddectors, which may
not remain constant from time to time.

Some of the other forecasting methods include ttes disted below.

(@) Budget and planning analysis short-term human resource
needs can be estimated by looking into the depatahbudgets
and financial allocations for more employees asl \asl any
anticipated changes in the workforce Ilike termioragi
resignations, promotions, transfers, etc.

(b)  New ventures analysis human resource needs for new ventures
or organisational expansion can be calculated bypemison with
similar operating functions. The growth of the neanture can
also be established by past trends of similar ajpgraompanies.

(c) Computer models these are most sophisticated approaches
involving solutions of mathematical formulae anduaipns,
taking into consideration the relationship and eff& all relevant
variables are extrapolation, indexation, survewltesand other
estimates.
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The factors to be considered for forecasting densrdl supply are as
follows.

(A)
(i)

(ii)

(iii)

(iv)

v)

(B)
(i)
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Forecasting demand

Anticipated growth of the organisation- this growth rate can be
calculated from past trends on the assumption dahatariables
affecting this growth will remain constant.

Budget constraints and allocations- budget allocation,
specifically, for the purpose of new employees ddtermine the
number of new workers that can be hired, thus muyitd ceiling
on the maximum number.

Anticipated turnover in personnel due to retirement death,

transfers, termination of service, promotions etc.-some of
these can be anticipated or calculated, to somengxccurately
in advance by taking information about individugtspecially,
loss due to retirement and promotion can be cdkdlguite
accurately by preparing a retirement and promotoriransfer
profile. This makes the projection of future dechaasier and
more accurate.

Introduction of new technology-with continuous technological
developments, innovation and automation, personeelds are
constantly changing. In many places, computers eatleer

replacing workers or reducing their numbers. Tymetof new

technology introduced will determine the number veall as

gualifications of the people that may be hiredransferred.

Minority hiring goals- the goals established by the organisation
about hiring minorities or the handicapped, as & pé& the
affirmative action policies may affect the demarmd the total
number of employees, especially when it is diffictd match
skilled, semi-skilled or unskilled minority workets the specific
job requirements.

Forecasting supply

Promotions of employees from within the organisatio-
promotions are a good and a reliable source of Igupp
experienced and skilled personnel, who do not neede
extensively trained and who are also familiar withe
organisational goals, policies, and philosophy.
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(i)  Availability of required talent in the external labour market-
this may be assessed by unemployment figures, \ae\sunf
private and public employment agencies and otharcss.

(i)  Competition for talent within the industry- if competition is
very tough then it will be more difficult to tapefrsupply and the
cost of additional workers will become very higGonversely, if
the need for a particular talent is not very highthe competitive
industry, then the supply will remain flexible.

(iv)  Population movement trends-demographical changes will also
affect the sources of supply. For example, if ¢hisra tendency
for people to move from rural areas to urban artk&s the
supply in the rural areas will dry up. Similarlyjpost new
immigrants from outside have a tendency to settlecities,
thereby increasing the supply in the urban areas.

(v)  Enrolment trends in vocational schools and collegesand
universities- if there is a marked increase in the number of
students in training programmes as well as colletf@s will
improve the supply of skilled personnel and persbnnith
specialised educational backgrounds. On the dthed, due to
high cost of education, there may be a decline aflege
enrolment, signifying a trend in scarcity of edechpeople.

This forecasting of supply and demand of humanwess should result
in the preparation of a detailed file on futureffatg needs.

3.2 The Staffing Process
The staffing function entails the following sequahsteps.

Step 1: Analyse the job by preparing job description, job
specification and job analysis.

Step 2: Actual recruitment- this will explore all the imteal and
external sources from where the required persorarebe
recruited.

Step 3: Employee selection- this crucial step involvesgssuch

techniques as will identify and isolate the suiapkople
who will eventually be selected.

Step 4: Retention- when the right people have been hitedy
must be retained so that they stay with the orgdois for
a long time. This step discusses such factors dhat
influential in maintaining the workforce.
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Step 5: Training and development- this consists of all lsuc
programmes that assist in continuous growth and
development of the employees.

Step 6: Performance appraisal and career development-sthis
involves devising methods that would judge an
employee’s performance over a period of time and
providing opportunities to employees to developirthe
careers and managerial talents.

All these steps are discussed in detail below.
1. Job Analysis

Job analysis is an orderly study of job requirersent involves
systematic investigation relating to the operatians responsibilities
including knowledge, skills and abilities requiréor the successful
performance of a job. The process of job analysigvides the
following information.

(@) Work activities - This relates to determiningaetly what is
being done and achieved, including processes aadeg@ures
being used.

(b)  Job context - this specifies the working coiodi$, including
physical setting, supervision, work schedule, itives and
motivations, social environment of workplace, jazards or any
other discomforts.

(c) What equipment, tools or machines are usedfdsaling with
plastics, metals etc? Is it using milling machingsnch presses
etc?

(d) Performance expected - this may be expectepubin quantity
or quality. The performance may also be measure@rms of
error analysis, as to the percentage of erroran(agping, for
example), work standards, time required to compeieh unit of
the job, knowledge used or services performed.

(e) Required personal attributes - this involveguneed educational
background, skills, training, experience, physicsirength
coordination or dexterity, aptitude and any othetrikutes
required for the job.
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(vi) Job analysis - it is the process for obtainingpattinent facts
about the job and it forms a basis for creatingdebcription and
job specification.

2. Job Description and specification

Job specification is a systematic, organised anittenr statement of
“who does what, when, where, how and why”. It diéss the work to

be performed, the responsibilities and duties wed) conditions under
which the work is performed, the relationship oégab to other similar

or dissimilar jobs and the skill, education, anghenience required. A
job description is used for a variety of purposashsas recruitment and
selection, job evaluation etc. A job descripticengrally contains the
following data.

(@) Job Specification -it includes job title, code number of the job
(if any); the department or division to which tlod joelongs etc.

(b) Job summary - it is a brief summary, in a sentence or two,
explaining the contents of the job, its hazardsaay other
specific aspects.

(c) Duties performed - it is a comprehensive listing of the duties
together with the importance of each duty and theegntage of
time devoted to each major duty. Included are atlyer
additional responsibilities like custody of mondyaining of
subordinates etc.

(d)  Supervision -if supervision is required, then it gives the n@mb
of persons to be supervised along with their jalediand the
extent of supervision involved and whether it isngml
supervision or close supervision.

(e) Machines, tools and equipment usedthis will include the type
of machinery handled and the type of raw matetiaéd.

() Working conditions - it specifies the work environment in which
the job holder must work. Here are listed any gpesorking
conditions in terms of cold, heat, noise levelsstddumes and
any other hazards that may pose a risk to lifethedorobability
of such a hazard occurring.

Job descriptions are freely used in educating nepl@yees about their
duties and responsibilities. According to Buraoki &mith:

- Job descriptions reduce confusions and misundelisiges They
communicate to workers in clear terms as to whatly thre
required to do.

- Since it gives a clear picture of duties and resfmlties, it
gives a greater job satisfaction as the worker lnavhat is
expected of him.
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- Good job descriptions are effectively used in régrg, training
and placement of right workers to the right jobs.

- They reduce discrimination and assist in objecpeeformance
appraisal.

Job Description Guidelines

Although there is no set way of writing a job dgsiton or any specific
principles for developing a job description, soneaeyal guidelines are
proposed by Cascio. These are as follows.

(@) Give a clear, concise and readily understardpldture of the
whole job with clearly defined duties to be perfedn

(b)  Brevity is usually considered to be importaapending upon the
type of job being analysed, specifying simplicitydaaccuracy.

(c)  Select the most specific words to show- (1)Kkimel of work; (2)
degree of complexity; (3) degree of skills requirét) specific
assigned responsibility to a particular worker ant
accountability.  Use action words like *“types letteor
“collecting, sorting out, routing and distributimggil” etc.

(d)  When job descriptions are written for superiyspbs, the main
factors should be identified and listed. Inclu@émhg with this is
a description as to whether the supervisor delegatg of his
responsibilities or not and to what extent. The gdscription
should be such that even a new employee will glaantlerstand
the job and his duties and responsibilities by ireadhe job
description.

Job specification specifies personality requiremenand lists
gualifications both physical and mental, necessarperform the job
properly. It is used in informing the prospectieenployees about
minimum acceptable qualities required to get the gmd perform it
well. It may be a specific period of experiencespecific educational
degree or specific physical requirements such aghheweight etc.
These specifications specifically relate to théolwing.

1. Physical characteristics -these include general health, height,
endurance level, vision, hearing, colour discrirtiora motor
coordination, reflexes etc.

2. Psychological characteristics these include mental dexterity,
analytical ability, intuitive judgement, alertneasd ability to
concentrate.
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3. Personal characteristics -these include personal appearance,
emotional stability, maturity, patience, aggresseas, outgoing
nature, poise, initiative and drive, leadership lijes,
cooperative spirit, conversational ability etc.

4. Responsibilities - these include supervision of others,
responsibility for safety of others etc.

5. Other characteristics - these may include age, sex, education,
experience, training required, fluency in languagesl other
sensory demands such as sense of sight, smeladngestc.

3.2.1 Recruitment

After manpower needs have been determined, the stext in the
staffing function is recruitment of candidates the jobs to be filled.
Recruitment is the process of attracting qualifiEdsonnel, matching
them with specific and suitable jobs, and assigriregn to these jobs.
Its aim is to develop and maintain adequate manpogsources upon
which an organisation can depend, when it needsi@aia employees.

There are basically two sources of supply from whg@otential
employees can be drawn, both at managerial asasealperative levels.
These are:

I. internal sources
il. external sources.

The extent to which internal sources or the exiesaarces will be used
will depend upon the specific environment of thgamisation as well as
its philosophy of operations. Some companies priefgoromote from
within- for key positions, because these persohknelw the company
well. Others prefer to hire from outside, becatigse personnel do not
know the company at all so that they can bring sore and fresh
ideas into the company. Both of these sources)ghained below.

I. Internal sources

Internal sources are the most obvious sources an@ramarily within
the organisation itself, and include its presentkig force. Most
organisations have procedures for announcing vaEsnwhich may be
through bulletin, notice boards, newsletters or dvaf mouth or
personal recommendations. Some promotions may udé ibh the
hierarchical structure and take place automaticalty the basis of
seniority or when a position at the upper level dmees available.
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Whenever a vacancy occurs, someone from withinotiganisation is
upgraded, promoted or transferred to another deyeattor location.

Occasionally, a person may be demoted to fill a jobhe internal

recruitment process can be very encouraging andivatioig to

employees; since they are assured that they willpteferred over
outsiders when the opportunities occur. This eitds a sense of
loyalty among employees, for it provides them arpasfunity for

advancement. This also helps management to beedsstithe quality
of performance of employees since the organisajemerally keeps a
record of the employees’ performance and progress.

Also, internal recruitment is economical in ternfstime and money,
since all the energies expended in the proces#iafymew candidates
from outside are avoided. Additionally, new emm@ey from outside
always have to go through a period of orientatiamirdy which the
contribution of the employee to the organisatiorhighlighted. This
problem can be avoided through internal recruitment

One of the drawbacks of the internal source of uigment is that
promotions may be biased in nature and may be basedeniority
rather than merit, resulting, sometimes, in undjealipersonnel taking
up more responsible jobs. Also, it discouragesv‘b&od’- which may
be more innovative and creative from entering tiganisation.

il External sources

The external sources are varied and many. Mosiniggtions cannot
fill their manpower needs from sources within aetde they must look
for outside sources, especially for lower entrysjotor expansion and
for positions whose specific requirements cannotniet by people
within the organisation. This outside pool of puial candidates
includes:

1. New entrants to the workforce -these may be college student
who has just finished studies and are enteringothenarket.

2. The employed these are the people who may be temporarily out
of a job. These may be people with skills andiidsl. These
may be people who are currently at jobs that auiteble to
them and who may be looking for better opportusitie

3. Retired experienced persons -these may be accountants,

mechanics, security guards etc. They have the seacg
experience and may be hired as consultants or\#spes.
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Some of the sources of external recruitment incthéeollowing.

(1) Active files of potential candidates kept at the aganization -
these are the resumes of the candidates who hher egplied
but not selected. Similarly, unsolicited applioas may
constitute a much used source of personnel. Seocbrds can
prove to be a good source if they are kept up te.da

(2) Walk-ins and gate hiring - these are potential candidates,
generally for lower level jobs who simply walk intbe office
and ask for a job. This method is especially usédu mass
hiring of unskilled and semi-skilled workers.

(3) Employment agencies -these employment agencies may be
public or private. The public employment agenciessaibsidised
by the local governments and may provide a varétgervices.
These services include:

0] placement services;

(i)  employment counseling on occupational choices;

(i)  services to special groups, such as war veteraslidapped
personnel, released criminals in order to rehaldithem etc.

These agencies are a major source of hourly blilargob workers.
The major reason for this is that unemployed peaplke generally
required to register with these agencies and bdaala for work, in
order to collect the unemployment insurance.

Private employment agencies have a pool of appbcapecialising in
different areas and supply them to the organisation a fee charged
either to the applicant or to the organisation.m8agencies specialise
in temporary help, others in executive recruitmehtiey supply general
office help, secretaries, sales people, techniaalkers, accountants,
computer personnel, engineers etc. They genardaéiyview and screen
the candidates and match their skills with the rieuirements on file,
before sending them to the organisations. Thisamdkeasier and time
saving for the organisation that would otherwisespending a lot of
energy in the recruiting and the selection process.

(4) Advertising- advertising is a powerful technique reaching a wide
audience and generally a potential target marketis a most
frequently used method and consists of a briekestant of the
nature of the job and its requirements and the nemation.
Adverts in the newspapers may be for ordinary bfr highly
skilled and executive positions. More highly spksed
recruiting adverts that are not immediate in ngtare placed in
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®)

the technical and professional journals which reacharget
market. One of the disadvantages of this methoeafuitment
is that there may be a large number of applicamsaffew jobs,
making the screening process very costly.

Colleges, universities, and other educational ingtitions-

these include technical and trade schools as wellalamni
placement offices at colleges and universities.m&aolleges
have work- study programs which provide an oppotyufor

students to work part-time while they finish cobbe@fter which-
most often, these students are absorbed by theaoes These
sources are specifically useful for recruiting intoiddle

management positions like accountants, financiablysis,
systems analysts etc. Many colleges have cargefodams, at
least once every semester, where representativescaifiting

companies visit the campus to discuss matters gqflement
with potential graduates.

College recruitment is one of the least expensecariques of attracting
white collar employees into junior level manageraid executive
positions and other technical and career oriertibd.|This is because a
lot of potential candidates can be interviewed shart period of time.
Colleges are also a target market where it is ptesgd narrow in on the
potential candidates, thus saving a lot of timé theuld otherwise be
spent in screening out unsuitable candidates.

(6)

(7)

(8)
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Professional associationsprofessional associations keep their
members informed about job opportunities througirttechnical
newsletters and professional journals. Some ahthave their
own time and especially at the time of their annomgetings,
conventions and conferences.

Labour unions - labour and trade unions are a useful source,
especially for manual workers, including unskillesgzmi-skilled
and skilled workers. These workers may be plumbars
electricians. In the construction industry, mamytcactors get
their labour force from local labour unions.

Military processing centres - this is an excellent source for
highly disciplined veterans who have been traineanachanics,
welders, pilots etc. These veterans may be retiffiders or
personnel who want to leave the army for civiliahg. Many of
the technicians and pilots for commercial jetlinessre initially
trained in the armed forces.
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(9) Employees’ referrals- these are friends and relatives of the
present employees of the company. It is a usefurce of
recruitment, since the employees, for the sake heir town
reputation, would only recommend people who thdiebe to be
adequately qualified. If the current employees &ighly
satisfied in their jobs with an organisation, tlygnerally convey
their feelings to many persons in the community,iciwhwill
make it easier to attract employees from the comiywhen the
need arises. One drawback of the referral tecleniquthat it
encourages nepotism which may be at the expergpeatify.

(10) Billboards at social and community centers- these are primarily
for non-professional lower level jobs, sometimestehporary
nature. These may be for babysitters, typiststresses etc.

(11) Scouting-some company representatives are continuouslynout i
search for talent. Some recruiting firms have hieanters who
specialise in pirating executives from one orgaiosao another.

(12) Foreign consulates-many multinational companies, which are
commencing operation in a country, may advertisethat
country’s consulate to recruit native personnel wao be trained
and sent to take up the appointment. For examptempany in
India which is looking for an American trained exgee may
advertise through the Indian Embassy, in Amerigagethrough
a bulletin board at the Embassy or through the Esypa
newsletter.

(13) Open house-it is relatively a new technique of recruitment,
where a company has an open house and it invieesgmbers
of the community to see the company facilitiesnnrgormal and
social manner. This helps create a positive intddkee company
for any future personnel needs.

Which of these sources, as discussed above, prtwdeest candidates?
While some sources are identifiably more suitabledertain types of
jobs- for example, walk-ins for hourly paid workeosher sources must
be studied for their contribution as economicalhd aechnically the
“best” sources. It has been found that employesnads are perhaps the
best source of employees while newspaper advedseamployment
agencies are among the worst.

A study conducted by James A. Breaugh, focusing research
scientists, showed that on the basis of quality @egkendability factors,
the applicants recruited through college placemefiices and
newspaper adverts were inferior in performance hose recruited
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directly or through professional journals. Accogly, it is very
important that companies study all the differenirses for the purpose
of optimising the recruitment process and getting best candidates
with minimum costs.

3.3 Selection

Selection is a process of choosing the right catdidrom a pool of
applicants. This process is established to achaeyeod match between
the job requirements and the candidate’s skills amudives. A good
match results in increased productivity and qualgyformance. A bad
match is extremely costly to the company due td obdraining the
candidates, the cost of mistakes made by the catedmhd the cost of
replacement.

McMurray has listed some comprehensive steps drabe taken in the
selection process. The first step for the managémdn be thoroughly
familiar with the requirements of the job as wedl the qualifications
and expectations of the candidate. This will ideluany leadership
gualities or decision-making authority inherenthe job. After looking
at the resumes of the candidates, those candidémese qualifications
do not adequately match the requirements of the gob rejected
outrightly. This leaves a pool of more suitabladidates.

The second step is to conduct a preliminary scngemterview, before
a more comprehensive interview is conducted, toehawn initial
assessment of the candidate’s abilities and motivéss interview will
generally establish a candidate’s goals and agpisatand general
attitudes towards the organisation

The third step is the completion of a formal apgien form which

summarily lists a person’s background, educatiompegence and any
special abilities. The data submitted in the aggpion form determines
the suitability of the candidate, as well as priadg his chances of
success at the job. The information requestedpaodided should be
relevant to the selection, factual, legal and notuly sensitive or
personal.

The fourth step is to check the candidate’s refsrand seek opinion
from his previous employers or instructors- if Bdresh out of college.
This should be done prior to the comprehensivevige so as to have a
better idea about the candidate, especially in #inea of those

characteristics that do not show up on applicaiorms. These

characteristics include leadership qualities, bt act assertively and
decisively, ability to communicate well and attitudtowards

subordinates as well as superiors.
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The fifth step is to give certain tests to the g¢datk- if necessary, to
make judgements about certain specific aspectseo€andidate. These
tests may be classified in many ways and the typesi will depend
upon the type of job required to filed. For example, “intelligence
tests” are given to measure the mental ability, talenapacity, and
general intelligence of the candidate. The tesiallg includes verbal
comprehension, memory, inductive reasoning, peimetc. Most of
these tests are framed by psychologists. Simijlddgtitude tests are
meant to measure an individual’'s capacity to leargiven job, if the
candidate is given proper trainingQ tests are one kind of an aptitude
test. “Performance tests” are given to evaluagecdmdidate’s ability to
do a job. A typist may be asked to type a lettarexample. Similarly,
classroom examinations at the end of the semegterkad of
performance tests. “Personality tests” are useddasure fundamental
aspects of a candidate’s personality- such ascselfidence, emotional
stability and behaviour under stress. “Ink blostse are a kind of
personality tests.

The sixth step is the in-depth interview which @ducted to evaluate
the applicant's acceptability in terms of his dhilto fit into the
company’s culture and his “motives” in joining tlompany. An
interview can be structured in which well desigmgebstions are asked
that are pertinent to the job and their answerdyaed, or it could be
unstructured as a free thought flowing two-way camioation. In
order to make the best of an interview, it is eBakrthat both the
candidate and the interviewer be fully present. ¢sgamoming, a choice
of clothing, a firm handshake, the manner of gittiand general
enthusiasm will give good initial impression. dtalso important for the
candidate to know about the company- as much asilppes and be
prepared to answer questions thoroughly and pigcise

The seventh step is to establish the applicantysiphal health. This can
be checked from his medical records as well asoaotigh physical
examination conducted by the company physicianis Wil ensure that
the candidate is physically fit and capable to eiser his

responsibilities.

The final step is the process of hiring itself. dome responsible
executive positions, management may want to getkp@cquainted
before the final decision is made.

3.4 Retention

The hiring process and the training process ang a@stly. It requires a

lot of time, effort and money during the processselecting the right
person who will be most suited to the job. It viaé even more costly if
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the right person- once hired, leaves the orgawisdtecause the work
environment is not such where his potential woudd rbost utilised.
Accordingly it is necessary to create a work envwinent which will be
conducive to maintaining the workforce and keepthgm in high
morale. The employees should be fairly paid fagirttwork and a
conceptual environment created in which the emmsyfeel a sense of
belonging with the company. Some of the factow®ived in retention
of workforce are as follows.

(@) Compensation administration - this involves a fair
compensation on the basis of time spent, unitsymed, hazards
of the job, skills required etc. In addition, & necessary to
provide fringe benefits as well as incentives wiihge benefits
like medical and life insurance, paid vacation, fppreharing,
stock options, sick leave etc. Other incentives @aciude
opportunities for advancement, promotion, addegaesibility,
recognition for contribution etc.

(b) Labour relations - good labour relations and fair union
representation provide for proper channels for @semg
grievances as well as mutually beneficial negatreti with the
management which provide for job security and job
advancement.

(c) Health and safety -if there is any job related health and safety
hazards, then, it is necessary to provide safeguagainst any
such occurrences or the ill-effects of any suctugences. This
is especially important in the chemical and minmgdustries. All
mechanical operating machinery must have protectivields,
where necessary. Extra compensation should be tpardght
shift workers because of the inconvenience causedta night
work. All efforts should be made to make the werkvironment
physically and mentally safe and healthy.

(d) Auxiliary employee services -these include recreational
facilities, food services, company newspaper andlett
facilities for the employees and their familiesth€r factors such
as common cafeteria for workers and managersingsitorker’s
homes occasionally and periodic company picnics@madstmas
parties and so on, will help to bring the employeleser to each
other, creating a family environment.

3.5 Training and Development

Training, generally designed for non-managers isharpen technical
and mechanical skills. Training is defined as “a@rsherm process
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utilising a systematic and organised procedure bickvnon-managerial
personnel learn technical knowledge and skills&atefinite purpose”.
The term ‘development’ refers broadly to the natarel direction of
change induced in the employees as a result ofa¢idnal and training
programs. ‘Development’ is managerial in nature ands career

focused. According to National Industrial ConferencBoard,

“management development is all those activities prayrams which,
when recognised and controlled, have a substamtfdience in

changing the capacity of the individual to perfornmis present
assignment better and in so doing, are likely twaase his potential for
future management assignment”. In that respectjnitiga and

development seem to be a continuous phenomenornininga
emphasising manual skills at one extreme and dpredat emphasising
philosophy at the other extreme.

According to Planty, McCord and Efferson, training:

I must be a continuous process;

. must be planned systematically in order to accahphe desired
results efficiently;

iii. must be aimed at all employees of the firms;

\2 must result in benefits both to the organisation vesl as
employees.

In order for the training programs to be most dffe; the following
principles must form the basis for the programs.

(@) Training is most effective when the learning ex@ece occurs
under conditions that are identical to the actualditions that
occur on the job.

(b)  Training is most effective if the superior who i®ihing the
employee is made responsible for the progress efcndidate
and overall results of the training program.

(c) Training is most effective if the learner is giviealpful, friendly
and personal attention and instruction. This wilkate self-
confidence in the employee and the desire to debet

3.5.1 The Need for Training

It is important that employees are inducted throtghming programs to
improve their job knowledge; skills and future penhance. The need
for proper training is emphasised by the followfagtors.

1. Increased productivity- adequate training increases skill which

improves both the quality as well as the quantitghe product
due to increase in the level of performance.
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Improvement in employee morale- training improves needed
skills which build up confidence and satisfactiomhis, in turn,
develops enthusiasm and pride which are indicatfehigh
morale.

Avalilability for future personnel needs of the orgaization -
good training programs develop the employees aapgpe them
for future managerial and executive positions. dkdagly,
when the need arises for personnel changes, ihteoneces can
be utilised more effectively. This will ensure tbeganisation’s
ability to sustain its effectiveness despite th&sloof key
personnel.

Improvement in health and safety -proper training can help
prevent industrial accidents and create a safek wovironment.
Accidents are generally caused either by deficeshti machines
and equipment or due to deficiencies in people wh® not
properly trained to handle and maintain such eqgaipm Skilled
and knowledgeable workers are less prone to adsiddue to
training in job skills and safety attitudes.

Reduced supervision -a trained employee supervises himself.
He accepts responsibility and expects more freecdmml
autonomy and less supervision. This creates ait spir
participation and teamwork. Additionally, it caasult in crease
of span of supervision, reducing the costs assatiawith
supervision.

Personal growth - training programs give the participants a
wider awareness, a sense of self-satisfaction alfitirhent, an
enlightened philosophy and a value system thatlegeapex of
the personal growth.

Organisational stability - training and development programs
foster the initiative and creativity of employeeki@h increases a
sense of belonging, thus preventing manpower obsefee.

3.5.2 Steps in a Training Program

An effective training program consists of the fallag steps.

1.
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Discover the training need {raining needs can be identified by
assessing the current and future business consliteoxd by
matching them with the skills and resources avidlaind by
evaluation of the performance of the people withecsix
emphasis on areas of improvements.
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2.

Establish objectives of the training programs -a full
assessment must be made of the potential achievefedowing
the training program and those that are directtyibaitable to
these programs.

Getting ready for the job - this step will specify the type of
workers who need to be trained. Are they newconmerthe
organisation? Are they older employees who needbdo
retrained? Are they supervisory staffs who neebedrained in
the art of behaviour modification? As much as fdes the
training programs should be designed to fit indinadneeds.

Presentation of operations this step involves the selection of
gualified trainees and the identification of traigpimethods. The
trainer should build a rapport with the learner atehrly guide
him into learning and digesting new knowledge agchhiques.
Instructions should be given completely, clearlg aatiently and
a free flow of communication and participation sldolwbe
encouraged.

Evaluating the effectiveness of the training prgram and
follow up - the effectiveness of the program can be apprdiged
written and oral tests; by observing the trainesmput on jobs
independently and comparing the results after trenihg
program has been initiated. This should continuil uhe
performance of the worker is up to expectation #meh the
trainer can be put on his own with reduced supienvis

3.5.3 Training Methods

There are basically two ways by which non-managewarkers
including those in supervisory roles can be traifegda particular job.
These are as follow.

1.

On-the-job training - this method is the most widely used
method and it simply means putting the worker anjtb under
close supervision of a trained instructor. In supghere may be
a variety of training aids, techniques, such asegulare charts,
lecture manuals, sample problems, demonstratioos €Ehis
training continues until the supervisor is satdfighat the
employee can perform the job without supervision.

In order to train employees in a variety of jolane trainers will

move employees from job to job. This process isvkm as job
rotation. It helps the organisation to have a pmfomulti-task
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trained workers in case of absences, vacationssengagement
of some workers.

2. Off-the-job training (vestibule training) - this training is
conducted in a training room within the organisatiavith on-
the-job situation to work with. Some companies @rethis
technique, since it does not disrupt normal openati Training
iIs generally given in the form of lectures, dis¢oss, case
studies and demonstrations.

4.0 CONCLUSION

The staffing function of management is a very gigant one, especially
in the light of continuous and dynamic developmentdhe field of

technology, increase in the size of organisations tb expansion,
acquisitions, and mergers and due to changes irsdb&l structure
which makes the group behaviour of workers morepgimaited. In any
organisation- whether small or big, management muodertake staffing
functions of recruitment, selection, training, aetention.

5.0 SUMMARY

In this unit, you have been taken through the mead staffing in an
organisation. You have also learnt about recruitmeselection,
placement, training and retention.

6.0 TUTOR-MARKED ASSIGNMENT

1. Should staffing be considered the most importamiction of
management, since other factors are automaticaltignt care of,
if we hire the right people? Explain.

2. What are some of the considerations which are wcoaliy
impacting personnel policies and decision?
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1.0 INTRODUCTION

(Recruitment is Distinct from Employment and Seleadbn)

Once the required number and kind of human regsuace determined,
management has to find the places where requirethhuesources are

available and also find the means of attractingmthwards the
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organisation before selecting suitable candidatesjdbs. All this
process is generally known as recruitment. Sonuplpeuse the term
‘recruitment’ for employment. These two are noe tkame thing.
Recruitment is only one of the steps in the ergim@loyment process.
Some others used the term recruitment for selectibnese two terms
are not one the same either. Technically speakimg,function of
recruitment precedes the selection function amacludes only finding,
developing the sources of prospective employeesattnacting them to
apply for job in an organisation; whereas seleci®rihe process of
finding out the most suitable candidate for the gaib of the candidates
attracted (i.e., recruited). Formal definition m@&cruitment will give
clear cut idea about the function of recruitment.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

) illustrate the terms recruitment and selection, #wedessentials of
selection procedure

o discuss the impact of personnel policies on recrenit

. highlight the main sources of recruitment and tbasons why
different people or organisations prefer differsotirces

) explain recruitment techniques, placement and mocand
types of recruitment appeal

) describe organisational relationships and factoas promote the

use of selection agencies/consultant as well amraaffecting
selection decisions.

3.0 MAIN CONTENT
3.1 Definition of Recruitment

Recruiting refers to those sets of activities agaarsation uses to attract
job candidates possessing the appropriate chasdicierto help the
organisation reach its objectives (Glueck, 197&xcording to Byars
and Rues (1984), recruitment involves seeking dtrdcing a pool of
people from which qualified candidates for job vagas can be chosen.
The basic purpose is to develop a group of potntmalified people.
These definitions can be analysed by discussing pitoezesses of
recruitment through systems approach.

3.1.1 Subsystems of Recruitment

There are four subsystems in recruitment which lsandivided into
further subsystems as shown in the figure below:
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(@) Finding out and developing the sources where rquired
number and kind of employees will be available.
(b)  Developing suitable techniques to attract the dbtercandidates.

(c) Employing the techniques to attract candidates, and

(d) Stimulating as many candidates as possible andngakem to
apply for jobs irrespective of number of candidatesrder to
increase selection ratio (i.e., number of applareiper one job
vacancy) in order to select the most suitable aatds out of the
total candidates available and due to lower vyiehtior
Recruitment is positive as it aims at increasing tltumber of
applicants; and selection is somewhat negativea aslécts the
suitable candidates in which process, and unseitebhdidates
are automatically eliminated. Though, the functdmecruitment
seems to be easy, a number of factors make penoenaf
recruitment a complex one.

3.1.2 Complexity of the Function of Recruitment

Performing the function of recruitment, i.e., ir@seng the selection
ratio is not as easy as it seems to be. This ¢ause of the hurdles
created by the internal factors and external factanich influence an
organisation. The first activity of recruitmente.i. searching for
prospective employees is affected by many factkes |

0] organisational policy regarding filling up oéktain percentage of
vacancies by internal candidates;

(i)  local candidates- (‘sons of the soil’-those in taéchment area,
where the organisation is located/host community);

(i)  influence of trade unions;

(iv) government regulations regarding reservations gacenumber
of vacancies to candidates based on community/égaste/sex;

(v) influence or recommendations, nepotism etc.

As such, management is not free to find out or igvéhe sources of
desirable candidates; and alternatively, it hadivert its energies into
developing the sources within the limits of thosetérs- though it
cannot find suitable candidates for the jobs asveha the above figure.
The other activity of recruitment is consequentfgeted by the internal
factors such as:

0] working conditions;

(i)  promotional opportunities;

(i)  salary levels, type and extent of benefits;
(iv)  other personnel policies and practices;

174



FMS 105 MODULE 2

(v) image of the organisations;
(vi) ability and skill of the management to stimulate dandidates.

It is also affected by external factors like:

0] personnel policies and practices of variougamisations
regarding working conditions, salary, benefits, rpodional
opportunities, employee relations etc;

(i)  career opportunities in other organisations;

(i)  government regulations.

However, the degree of complexity of recruitmenhdion can be
minimised by formulating sound policies.

SELF-ASSESSMENT EXERCISES
I. What is recruitment?

il What are the sources of recruitment? Whichthaf sources is
most appropriate in Nigeria?

tearching “orprcocpactive Ltimulating the arocpective
anplove es ermnaloyees to apply forjobs
Woarking ability and

coadiions I‘.IR

/ skl ta

Policy regardin
¥ reg g \\ stimulate
irlernal Lar dicales
Goveniment
regu ations
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-
\ {r"' regulaliore
r

| Sources of suitable concitions

Figure 5.1: Challenges of Recruitment function
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3.1.3 Recruitment Policy

Recruitment policy of any organisation is derivedni the personnel
policy of the organisation. In other words, thenier is a part of the
latter.  However, recruitment policy by itself skibutake into
consideration government’s reservation policy, @oliregarding
catchment area , personnel policies of other osgdioins regarding
merit, internal sources, social responsibility ibsarbing minority
sections, women etc. Recruitment policy should mimtself to the
organisation’s personnel like enriching the orgaimis’'s human
resources or serving the community by absorbingutiemployed and
disadvantaged people of the society, motivating leyges through
internal promotions, improving employee loyaltythe organisation by
absorbing the retrenched or laid off employees asual / temporary
employees or dependants of present/former emplm®tees

The following factors should be taken into consadien in formulating
recruitment policy. They are:

(&) government policies;

(b)  personnel policies of other competing orgarosest
(c) organisation’s personnel policies;

(d)  recruitment sources;

(e) recruitment needs;

() recruitment cost;

(g)  selection criteria and preference etc.

SELF-ASSESSMENT EXERCISE

Suggest an ideal induction procedure for saleswx&s in an electrical
appliance manufacturing organisation.

3.2 Impact of Personnel Policies on Recruitment

Recruitment policies are mostly drawn from persorpwicies of an
organisation. According to Dale Yadar and PauSEandohar (1984),
general personnel policies provide a variety ofiglines to be spelt out
in the recruitment policy. Important among them:ar

(a) abiding by the public policy and relevant laavsselection;

(b)  providing the employees the security and cous
employment;

(c) integrating organisational needs and indivichesds;

(d)  providing the freedom and opportunity to empgley to utilise
their talents, skill and knowledge to the maximuxteat;
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(e) treating all employees fairly and equally il aemployment
relationships including salary, benefits, promasi@md transfers;

() protecting women and minority candidates;

() providing suitable jobs which can be handledsilga by
physically-handicapped and those employees whopargally
disabled due to accidents during the course of;dutyg giving
due consideration to those who cannot do theirgmtebs due
to health reasons.

After formulation of the recruitment policies, nagement has to decide
whether to centralise or decentralise the recruitrfnction.

3.3 Centralised versus Decentralised Recruitment

Recruitment practices vary from one organisationahother. Some
organisations like commercial banks resort to @tised recruitment,
while some organisations like the Indian Railwalg Group Il and
Group IV positions) resort to decentralised recneimt practices.
Personnel department at the central office perfaththe functions of
recruitment in case of centralised recruitment peisonnel departments
at unit level (zonal level) performs all the fumcts of recruitment
concerning the jobs of the respective unit or zone.

3.3.1 Merits of Centralised and Decentralised Recitment

Let us look at these one after another.

a. Merits of Centralised Recruitment

I Average cost of recruitment per candidate/unit &hobe
relatively less due to economies of scale.

. It will have more expertise available to it.

iii. It can ensure broad uniformity among human ressunt@arious
units/zones in respect of education, skill, knowlkedalent, etc.

\Y2 It hampers malpractices, abuse of powers, faveurijtbias etc.

V. It will facilitate interchangeability of staff amgn various
units/zones.

Vi. It enables the line managers of various units aodeg to

concentrate on their operational activities byenghg them from
the recruitment functions.

vii. It enables the organisation to have centralisedectieh
procedure, promotional and transfer procedure etc.
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viii. It ensures the most effective and suitable placémen
candidates.
IX. It enables centralised training programmes whiatth&r brings

uniformity and minimises average cost of staff.

Despite these advantages of centralised recruitrsente organisations
resort to decentralised recruitment for the follogvreasons.

b. Merits of Decentralised Recruitment

I The unit concerned concentrates only on thosaces/places
where it normally gets the suitable candidates.séah, the cost
of recruitment will be relatively less.

. The unit gets most suitable candidates as wa#i aware of the
requirements of the jobs regarding cultural, tiaddl, family
background aspects, local factors, social facttars e

Iii. Units can recruit candidates, as and when tlaeg required,
without any delay.

\2 The units will enjoy freedom in finding out, w&Eoping the
sources, in selecting and employing the technidaestimulate
the candidates.

V. The unit will relatively enjoy advantage abobetavailability of
information, control and feedback and various
functions/processes of recruitment.

Vi. The unit will enjoy better familiarity and cowot over the
employees it recruits rather than on employeesctsleby the
central recruitment agency.

Both systems of recruitment have their own mextd demerits. Hence,
management has to weigh both the merits and desradrigach system
before making a final decision about centralisimgdecentralising the
recruitment. Alternatively, management may deadise the

recruitment of certain categories of employeesfepably middle and

top level managerial personnel and centralise #oeuitment of other
categories of employees, preferably lower leveitmrss, in view of the

nature of the jobs and suitability of those systéonghose categories of
positions. Management has to find out and develmp sources of
recruitment after deciding upon centralising or efgralising the

recruitment function.
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3.4 Sources of Recruitment

Sources are distinct from techniques. Where ar@alde candidates
available in required number? How can they berméx about the
availability of jobs and about the jobs and orgatii? Now we deal
with the first question as the answer to it dealthwhe sources of
recruitment, and the answer to the second questaals with the

techniques of stimulating prospective candidates tézhniques of

recruitment). Generally, learners of human resumanagement may
feel that sources and techniques of recruitmentoaee and the same.
But they are different. Sources are those wheospactive employees
are available like employment exchanges. While riggles have to do
with stimulating prospective employees to apply jabs; this can be
through nomination by employees, advertising, pribomoetc.

Now we propose to discuss about the sources ofiiteent. When a
person is needed to fill a vacant organisationaitjpm, this individual

may come from inside or outside the company. Soomepanies prefer
to recruit from within, since this aids employee rate, loyalty and
motivation. Other companies prefer to recruit exddly to prevent
‘inbreeding’ and to encourage new ways of thinkingAlthough

recruitment policies vary significantly from compaio company, some
authorities feel it is a good practice to promaterf within, if anyone in
the company has the requisite qualifications neddefill a vacancy
(Menk, 1979).

3.4.1 Internal Sources
Internal sources include:

(@) present permanent employees;

(b)  present temporary/casual employees;

(c) retrenched or retired employees;

(d) dependents of deceased, disabled, retired @sem employees.

(@) Present permanent employees erganisations consider
the candidates from this source for higher leve$jdue to:

() availability of most suitable candidates farbg relatively or
equally in the same rate as the external source;

(i)  the need to meet trade union demands;

(i)  the policy of the organisation to motivate presamployees.

(b) Present temporary or casual employees arganisations find
this source to fill vacancies relatively at the &wevel owing
to the availability of suitable candidates or bessaaf pressures
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from trade unions or in order to motivate them be present
job.

Retrenched or retired employees -generally, a particular
organisation retrenches the employees due to lay dihe

organisation takes the candidates for employmeaoin fithe

retrenched employees due to obligation, trade upi@ssure
and the like. Sometimes the organisations prefeetemploy
their retired employees as a token of their loyaiby the

organisation or to postpone some interpersonal lictsffor

promotion etc.

Dependent or deceased, disabled, retired and @sent
employees -some organisations, in an attempt to show their
loyalty, provide employment to the dependant(sdeteased,
disabled and present employees. Such organisdiimhghis
source as a potential source of recruitment.

Why Organisations Prefer Internal Source

Organisations prefer this source to external sgui@ some extent, for
the following reasons:

0] Internal recruitment can be used as a technajumeotivation;

(i)  Morale of employees can be improved;

(i)  Suitability of internal candidates can be getl better than the
external candidates;

(iv) Loyalty, commitment, a sense of belonging, asetcurity of
present employees can be enhanced,

(v) Employees’ psychological needs can be met byidng an
opportunity for advancement;

(vi) Employees economic needs for promotion, higheome can be
satisfied;

(vii) Cost of selection can be minimised,;

(viii) Cost of training, induction, orientation, ped of adaptability to
the organisation can be minimised,;

(ix)  Trade unions can be satisfied;

(xX)  Social responsibility towards employees mayliseharged;

(xi)  Stability of employment can be ensured;

However, organisations do not excessively rely mternal source; as,
even, too much consumption of sugar tastes bitteExcessive

dependence on this source results in ‘inbreedihgiscourages flow of
new blood into the organisation, and the orgarosawill become dull

and backward when there are no innovations, neasidexcellence and
expertise.
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3.4.3 External Sources

Organisations have at their disposal a wide rarigxternal sources for
recruiting personnel. External recruitment is oftameeded in

organisations that are growing rapidly, or thatéhavlarge demand for
technical, skilled, or managerial employees. EdEsources provide a
larger pool of talent, and they prove to be cheapspecially when

dealing with technical or skilled personnel who ch@et be offered any
training in the organisation, in the long run.

Organisations usually try to dig up external sosroé recruitment for
the following reasons.

0] The suitable candidates with skill, knowleddelent, etc., are
generally available;

(i)  Candidates can be selected without any prezemed notion or
reservations;

(i)  Cost of employees can be minimised becauspleyees selected
from this source are generally placed in minimum geale;

(iv) Expertise, excellence and experience in other asghons can
be easily brought into the organisation;

(v)  Human resources mix can be balanced with diffdsankground,
experience, skill etc;

(vi) Latest knowledge, skill, innovations or creativéetd can flow
into the organisation;

(vii) Existing knowledge, skill and experience will alsmaden their
personality;

(viii) It fosters long-run benefit to the organisationtle sense that
gualitative human resources can be brought in.

External sources include the following:

(@) Educational and training institutes

(b)  Private employment agencies/consultants
(c) Public employment exchanges

(d) Professional associations

(e) Data banks

() Casual applicants

(g)  Similar organisations

(h)  Trade unions.

(@) Educational and training institutes - different types of
organisations like industries, business firms, iserv
organisations, social or religious organisationsn cget
experienced candidates of different types from o
educational institutions like colleges and univisgsi imparting
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(b)

()

(d)
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education in science, commerce, arts, engineeringl a
technology, agriculture, medicine, management egidetc.
Trained candidates in different disciplines likegeering,
medicine can also be assessed through the vocati@mang
institutes of state governments in various tradNstional
Industrial Training Institute for Engineers, etcMost of the
universities and institutes imparting technical @ation in
various disciplines like engineering, technology,nda
management studies provide facilities for recruiitneand
selection. They maintain the bio-data and perforcearequired
of the candidates. Organisations seeking to recamdidates
from this source can directly contact the instsutéher in person
or by mail and stimulate the candidates to apptydbs. Most of
the organisations using this source perform thectian of
selection after completing recruitment in the cammf the
institute itself with a view to minimising time ansecuring
prospective applicants before they are attractedsdoye other
organisations.

Private employment agencies/consultantspublic employment
agencies or consultants like ABC Consultants indnaerform
the recruitment functions on behalf of a clientdharging fee.
Line managers are relieved from recruitment fumgico that
they can concentrate on their operational actwitiand
recruitment function is entrusted to a private ageror
consultants. However due to limitations of highstco
inefficiency, and the confidential nature of thisin€tion,
managements, sometimes, do not depend on this esourc
However, these agencies function effectively in teeruitment
of executives. Hence, they are also called exeeusiearch
agencies. Most of the organisations depend onsihisce for
highly specialised positions and executive pos#ion

Public employment exchanges -government set up public
employment exchanges in the country to provide rmédion
about vacancies to the candidates and to helprganizations in
finding out suitable candidates. The Employmenctiaxge
(Compulsory Notification of Vacancies) Act, 1959 kea it
obligatory for public-sector and private-sectoregptise in India

to fill certain types of vacancies through publimmoyment
exchanges. These industries have to depend onicpubl
employment exchanges for the specified vacancies.

Professional organizations - professional organisations or
associations maintain complete bio-data of theimimers and
provide the same to various organisations on rémns They
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(b)

()

(d)

(e)

3.5

also act as an exchange between their memberseangiting
firms in exchanging information, clarifying doubt®tc.
Organisations find this source more useful to né@xperienced
and professional employees like executives, masagerd
engineers.

Data banks - management can collect the bio-data of the
candidates from different sources like employmexthange,
educational training institutes etc., and storertlie a computer.

It will become another source and the company can tige
particulars as and when it needs to recruit.

Casual applicants- depending on the image of the organisation,
its response capability, and participation in loadlivities, level

of unemployment, candidates can apply casuallyotos through
mail or in person. This will be a suitable soufoe temporary
and lower level jobs.

Similar organizations - generally, experienced candidates are
available in organisations producing similar praduor are
engaged in similar business. The management canmgst
suitable candidates from this source. This will the most
effective source for executive positions and fovkyeestablished
organisation or diversified or expanded organisetio

Trade unions - generally, unemployed or under-employed
persons or employees seeking change in employmera word
to trade union leaders with a view to getting saldaeemployment
due to the latter’s intimacy with management. Ashs trade
union leaders are aware of the availability of ¢datks. In view
of this fact and in order to satisfy the trade unieaders,
management always contacts trade unions for saitabididates.

It is not necessary, however, to tap from all ghesurces in order
to recruit people. Usually, management decidesuialibe
sources to be exploited, well in advance, dependmthe nature
of the vacancy to be filled, the time required itbthe vacancy,
the availability of a larger pool of candidates. dtomediately
after this, management has to decide about thenitpods to
adopt while recruiting candidates for various poss.

Recruitment Techniques

Recruitment techniques are the means by which nemnegt contacts
prospective employees or stimulates them to applyobs; it is also the
means of providing necessary information or excirangidea.
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Management uses different types of techniquesinwkdte internal and
external candidates. Techniques for stimulatirigrital candidates are
listed below.

(1) Promotion - most internal candidates will be stimulated tketa
up higher responsibilities and express their wgifiass to be
engaged in higher level jobs, if management givemmt the
assurance that they will be promoted to the nexdlle

(2) Transfers - employees will be stimulated to work in the new
sections or places, if management wishes to tratiséen to the
places of their choice.

(3) Recommendations of the present employeesnanagement can
contact persuade outsiders to apply for job in egamisation
through the recommendations of present employease tunion
leaders etc.

(4) Scouting - scouting means sending the representation of the
organisations to various sources of recruitmenh vaitview to
persuading or stimulating the candidates to apptyjdbs. The
representatives provide information about the campand
exchange information and ideas and clarify the tkouwdd the
candidates.

(5) Advertising - advertising is a widely accepted technique of
recruitment, though it mostly provides one way camioation.
It gives candidates information about job openiagd stimulates
them to apply. This can be through different mediie
newspapers, magazines of all kinds, radio, telewisic.

The technique of advertising should aim at (a)aating attention of
prospective candidates, (b) creating and maintgininterest, (c)
stimulating candidates to take action.

Management, in order to achieve these objectivesleértising, has to:

() analyse job requirements;

(i)  decide who does what;

(i)  write the copy;

(iv) design the advertisement;

(v)  plan and select the media, and
(vi) evaluate responses.
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Management, after selecting the recruitment teclesghas to decide
upon the type of appeal in order to make the reoent efforts
effective.

SELF-ASSESSMENT EXERCISE
Explain the importance and types of recruitmenteahp

3.6 Types of Recruitment Appeal

The recruitment agency should know what his orgdius can offer
and what the potential candidate wants (Milton, Q)97 Different
candidates like young, old, women, men — have wiffe needs. An
appeal’s effectiveness depends upon applicant'sdanental and
immediate needs and those needs which are notynaslpresent job.
Recruiters should have the talents of an advegtiskpert, the skills of a
salesman and a market research specialist. Thmydshlso know that
an organisation’s appeal may be effective in hiengployees but not in
retaining them. They should use those featuregenruiting the
candidates that are desired by the prospectiveidated. Research
studies show that male workers desire security, odppity for
advancement, self-determination, freedom on the eth; whereas
women employees desire personal relations with |peapwork, good
supervision, pleasant working conditions etc.

SELF-ASSESSMENT EXERCISE

Do you think that recruitment practices in Indidfet from those of
theoretical concepts? If yes, explain the contsd reasons for such
differences.

3.7 Recruitment Practices

Findings of the various surveys conducted in faretguntries reveal
that various organisations use the following sosiaferecruitment in the
order of relative practice — employee referralssued applicants,
advertising, local educational institutions, publiemployment
exchanges, private employment agencies and unliotgstries in India
depend on the following sources.

Internal sources;

A central pool of candidates from which vacanciesfaled:;
Public employment exchanges;

Casual labourers;

Labour contractors;

Candidates introduced by friends and relatives;

Private employment agencies/consultants;

NoohkhwNpE
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Campus recruitment like Indian Institutes of Marragat, Indian
Institutes of Technology, Indian Institute of Saien National
Institute for Training Industrial Engineers.

Catchment area (sons of the soil)- recentlyahlmas been a move
in India that the vacancies at the lower level $thdoe filled by
local people (sons of the soil). Some organisationcluding
public sector organisations, have started proviglhg to sons of
soil on priority basis. The National Committeelabour, in this
connection, recommended the provision of employni@ntocal
persons. Furthermore, the government of Indiaeddlirectives
to the public sector enterprises to recruit locahdidates on
priority basis.

Specified communities and categories - agagrdto
government directive, organisations- particularlyblc sector,
have to recruit candidates to a specified extemfrthe
scheduled castes, scheduled tribes, backward cormesuand
from specified classes like physically handicappeek-
servicemen and the like.

Selection

After identifying the sources of manpower, searghior prospective
employees and stimulating them to apply for jobsamorganisation,
management has to perform the function of selecting right
employees at the right time. The obvious guidinfcy in selection is
to choose the best qualified and suitable candidateach unfilled spot
and to avoid commitments to those who will not weréll (Yoda and
Standohar, 1984).

3.8.1 Meaning and Definition

The objective of a selection decision is to chabgeindividual who can

most successfully perform the job from the pootoélified candidates.
Selection procedure is the system of functions @ndces adopted in a
given company to ascertain whether the candidaestifications are
matched with the jobs specifications and requirdmer not. The

selection procedure cannot be effective until amess:

1.

2.

3.

requirements of the job to be filled, have betrarly specified
(job analysis, etc.);

employee specifications (physical, mental, dociaand
behavioural, etc.) have been clearly specified;

candidates for screening have been attracted.

Thus, the development of job analyses, human resoplanning and
recruitment are necessary prerequisites of thectsmbe process. A
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breakdown in any of these processes can make éeeheist selection
system ineffective.

3.8.2 Essentials of Selection Procedure

A selection process can be successful if the foligwpreliminaries are
satisfied:

1. Someone should have the authority to select.is Huthority
comes from the employment requisition, as developgdan
analysis of the workload and workforce.

2. There must be some standard of personnel witlichwia
prospective employee may be compared, i.e.; thborld be
available-before hand, a comprehensive job desmnignd job
specification as developed by a job analysis.

3. There must be a sufficient number of applicdnisn whom the
required number of employees may be selected.

3.8.3 Significance of Selection Process

Selection of personnel to man the organisationasuaial, complex and
continuing function. The ability of an organisatito attain its goals
effectively and to develop in a dynamic environmtrgely depends
upon the effectiveness of its selection programrifethe right people
are selected, the remaining functions of persomme@iagement become
easier. Also, employee contribution and commitnveiitbe at optimum
level and employee-employer relations will be candtve, cooperative
and congenial. In contrast, where the right pelisonot selected, the
remaining functions of personnel management, enegamployer
relations will not be effective. If the right persis selected, he is a
valuable asset to the organisation and if faultect®n is made, the
employee will become a liability to the organisatio

3.9 Organisational Relationships

Before designing a selection procedure, the mameihich tasks and
responsibilities for accepting or rejecting cantkdashould be shared by
line and staff executives, must be laid down. Ppaesonnel department
should eliminate all unsuccessful candidates, abttle time of the line
executives need not be spent on such people. 8gcoandidates who
can meet job requirements should be made availafgmptly. Line
executive is ultimately vested with the authoritiher to accept or to
reject a candidate. However, the personnel offiger a duty to see that
the right types of personnel are selected and planedone wisely. If
he is not satisfied in this regard, he should diseviews to the superior
and should avoid involving himself in argument wilbpartmental head
on methods of selection.
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3.10 Using Selection Agencies/Consultants

Some private agencies/consultants in India perftien function of
recruitment and selection so as to enable the @ma@wns to concentrate
on their main functions. They advertise, condastd and interview and
provide a list. Some companies have started ubiegervices of these
agencies as they provide expertise and reduce oamkl The
organisation has to take the following factors imonsideration in
selecting an agency or a consultant.

1. Reputation, effectiveness, sincerity and pundgaof the
organisation;

Advertisement copy, design, media of varioushaggs;

Amount of fee, payment period and mode;

Objectivity, fair and justice in selection;

Selection techniques to be adopted, particulgsychological
tests, interview methods etc.

Competence of the human resources of the agmmsulting
firm.

akrwn

o

The company has to do the following in case of gisin agency or a
consultant:

1. briefing the agency about the requirements, seamd conditions
of employment;
2. providing job and employee specifications andpihg the

consultant in modifying them;

3. checking and reviewing the draft of the adverent;

4. ensuring that all arrangements are made for oty test and
interview.

3.11 Factors Affecting Selection Decisions

The goal of selection is to sort out or elimindtese judged unqualified
to meet the job and organisational requirementreds the goal of
recruitment is to create a large pool of persoralavie and willing to

work. Thus, is it said that recruitment tends ® positive, while

selection tends to be somewhat negative. A numbfactors affect the
selection decision of candidates. The importaesare listed below.

1. Profile matching- tentative decision regarding the selection of
the candidates (who are known) is taken in advahhke.scores
of these known candidates in various tests arentakea standard
to decide the success or failure of other candédateeach stage.
Normally, the decision about the known candidagesnade at
interview stage. Possible care is also taken toclmahe
candidate’s bio-data with the job specifications.
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2. Organisational and social environment some candidates, who
are eminently suitable for the job, may fail as cassful
employees due to varying organisational and sacigironment.
Hence, candidates’ specifications must match witt,only job
specifications, but also with organisational and ciao
environmental requirements.

3. Successive hurdles multiple correlations are based on the
assumption that a deficiency in one factor can benter-
balanced by an excess amount of another. A catedisiaouted
through all the selection steps before a decissomade. The
composite test score index is taken into accournhénselection
tests. Hence, for broader line cases, multipleetation method
Is useful; and for others, successive hurdles noethaseful.

Employment
Line Man;;// X
Decisions R
Reference
Checks ///R\<
Medical g
Examination A R
Final 7T
Interview R
Tests
7. MR
Group
Interview
Preliminary ///\4 R
Interview
Written ///_\4 R
Examination
TN
Application
R
Form
N
(R = Rejection)
Figure 5.2: Successive Hurdles in Selection Preces
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3.12 Need for Scientific Selection Systems

Every organisation has to follow a systematic gede procedure, since
problems with the employee start after his seleciind employment. In
other words, if an organisation selects a wrongaerit has to face a
number of problems with him. In addition to thestof selection,

training and other areas will become a recurringeaxliture to the
company owing to employee turnover caused due pydper selection
technique. Every organisation is influenced byghbeial factors as it is
part and parcel of the society. Hence, it hasagudtice to all sections
of the people in providing employment opportunitieso that extent,

organisations should have an objective system letcsen that should

be impartial and provide equal opportunity. Ab@e the organisation
should also follow government rules and regulati@garding filling up

of certain number of vacancies by the candidatésnigeng to certain

communities and certain regions.

3.12.1 Selection Procedure

There is no standard selection process that caiollesved by all the

companies in all the areas. Companies may folldgferént selection

techniques or methods depending upon the sizeeotdmpany, nature
of the business, kind and number of persons to bwlayed,

government regulations to be followed etc. Thwshecompany may
follow any one or the possible combinations of rdghof selection in
the order convenient or suitable to it.

Selection procedure employs several methods oéaotly information

about the candidate’s qualifications, experiendgysgal and mental
ability, nature and behaviour, knowledge, aptitadd so on, for judging
whether a given applicant is or is not suitable tfoe job. Therefore,
selection procedure is not a single act but isreésdly a series of

methods or stages by which different types of imation can be
secured through various selection techniques. a&hestep, facts may
come to light which are useful for comparison witle job requirement
and employee specifications.

3.12.2 Steps in Scientific Selection Process

The steps are as follows.

1. Job analysis job analysis is the basis for selecting the right
candidate. Every organisation should finalise gofalysis, job

description, job specification and employee speations before
proceeding to the next step of selection.
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2. Recruitment- recruitment refers to the process of searchimg fo
prospective employees and stimulating them to afigiyobs in
an organisation. Recruitment is the basis for témaining
techniques of the selection and the latter vareggsedding upon
the former.

3. Application form - application form is also known as application
blank. The technique of application blank is ttadial and
widely accepted for securing information from theogpective
candidates. It can also be used as a device terscthe
candidates at the preliminary level. Many compad@mulate
their own style of application form- depending upadhe
requirement of information based on the size of cbepany,
nature of business activities, type and level efjtb etc. They
also formulate different application forms for @ifént jobs, at
different levels, so as to solicit the requiredomnmfiation for each
job; However, a few companies in our country do hawve
prescribed application forms; but they ask prospecapplicant
to apply on white paper giving particulars aboud/ler name,
date of birth, mailing address, educational quadiions,
experience etc.

Applications of some of the organisasi@are brief, general and
easily securable while those of others are quitbaehte,
complex to answer and require detailed informatirout the
applicant. Some firms ask the candidates to filthgapplication
forms in their own handwriting so as to draw tertainferences
about their suitability for employment. This is garticularly for
clerical positions.

4. Written examination- organisations have to conduct written
examination for qualified candidates after they scteeened on
the basis of the application blanks, so as to nreashe
candidate’s ability in arithmetical calculationgy know the
candidates’ aptitude in relation to the job, to mea the
candidates’ aptitude, reasoning, knowledge in weridisciplines,
general knowledge and English language.

5. Preliminary interview- preliminary interview is to solicit
necessary information from the prospective apptedo assess
the applicant’s suitability for the job. This mbhg conducted by
an assistant in the personnel department. Thenmaton thus
provided by the candidate may be related to theojopersonal
specifications regarding education, experienceargagxpected,
aptitude towards the job, age, physical appearamzt other
physical requirements etc. If the information digup by the
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candidate is below/above the requirements of the jhe
candidate may be eliminated depending upon thdadilitly of

number of suitable candidates. Thus, preliminatgrview is
useful as a process of eliminating the undesirahtk unsuitable
candidates. If a candidate satisfies the job reguents
regarding most of the areas, he may be selecteduitiher

process.

Preliminary interviews are short and known as dtap

interviews or sizing-up of applicants or screeningerviews.

However, certain required amount of care is toaken to ensure
that the desirable workers are not eliminated. sThierview is

also useful to provide basic information aboutdcbepany to the
candidate.

6. Group discussion the technique of group discussion is used in
order to secure further information regarding tagasility of the
candidate for the job. Group discussion is a nektiadere
groups of the successful applicants are broughturatoa
conference table and are asked to discuss eitba@seastudy or a
subject matter. The candidates in the group agelined to
analyse, discuss, find alternative solutions anéctsethe best
solution.

A selection panel thus observe the candidates enatteas of
initiating the discussion, explaining the problemspliciting
unrevealing information based on the given infororatand
using common sense, keenly observing the discussiathers,
clarifying controversial issues, influencing otherspeaking
effectively, concealing and mediating arguments gnadhe
participants and summarising or concluding aptlye Belection
panel, basing on its observation, judges the caek skill and
ability and ranks them according to their merih sbme cases,
the selection panel may also ask the candidatewriie the
summary of the group discussion in order to knove th
candidates’ writing ability as well.

7. Tests the next stage in the selection process is cdmuyc
different tests as given below. The objectiveasits is to solicit
further information to assess the applicant’'s &ilitg. The
Important tests are listed below.

0] Intelligence test-this test measures various factors like capacity
for comprehension and reasoning, word-fluency, alerb
comprehension, numbers, memory, space, picturexgaraents
etc.
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(ii)

(iii)

(iv)

v)

(vi)

Aptitude test- this test measure whether an individual has the
capacity to learn a given job if he is given adegu@aining.
Examples of specific aptitudes are mechanicaljcakracademic
etc.

Achievement test-aptitude is a capacity to learn in future, while
achievement is what one has accomplished. Whehcapps
claim to know something on achievement test is adiared to
measure how well he knows it.

Interest test and personality testthe purpose of these tests is to
find out the types of work in which a candidatenterest (likes
and dislikes) personality tests are similar tornedé tests, in that,
they involve a serious problem of obtaining honasswers.
These tests probe deeply to discover clues to dividual's
value system, his emotional reactions and matuiyd
characteristic mood. They are expressed in sudts tas self-
confidence, tact, emotional control, optimism, de@ness,
conformity, objectivity, patience, fear, distrusinitiative,
judgement, dominance, impulsiveness, sympathygiitye and
stability.

Judgement test- these tests seek to evaluate the applicant’s
ability to apply knowledge judiciously in solvingoaoblem.

Projective test-this test measures a candidate’s ability to ptojec
his personality into free responses about ambigymatures
shown to him. Administration of this test requiggsat skill.

Final interview- final interview is usually followed by testing.
This is the most essential step in the procesgletson. In this
step, the interviewer matches the information olgtdiabout the
candidate through various means to the job req@ntsnand to
the information obtained through his own obsenratoturing
interview.

The types of interviews are listed below.

(i)
(ii)
(iii)
(iv)
(v)
(Vi)
(vii)
(viii)

Informal interview
Formal interview
Planned interview
Patterned interview
Non-directive interview
Depth interview

Stress interview
Group interview and
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(ix)
9.

10.

11.

194

Panel interview.

Medical examination certain jobs require certain physical
gualities like clear vision, perfect hearing, unaisistamina,
tolerance of hard working conditions, clear tonts. éledical
examination reveals whether or not a candidategssss these
gualities.

Reference checksafter completion of the final interview and
medical examination, the personnel department enljage in
checking references. Candidates are requiredvi® thie names
of reference in their application forms. Theseerefices may be
individuals who are familiar with the candidate’sademic
achievement or the applicant’'s previous employdrp ws well
versed with the applicant’s job performance, andettimes from
co-workers.

In case the reference check is conduct on prevesuployer,

information may be obtained on the following araesmnely- job
title, job description, period of employment, allmces, gross
emoluments, other benefits, rate of absence, @illss of the
previous employer to employ the candidate again étarther,

information can be obtained regarding candidatetpularity at

work, character, progress etc. Often a telephaleis much

qguicker. The method of using mail provides dethitgormation

about the candidate’s performance, character arithviogur.

However, a personal visit is superior to the mail aelephone
methods; and it is used where it is highly esskttiget detailed,
actual information which can also be secured byentagion.

Reference checks are taken as a matter of routidetraated
casually or omitted entirely in many organisatiorBut a good
reference check used sincerely will fetch usefull amliable

information to the organisation.

Final decision by the line managerthe line manager concerned
has to make final decision whether to select @ateq candidate
after soliciting required information through difémt techniques
discussed earlier. The line manager has to takehneare in
taking the final decision not only because of ecoito
implications of the decisions but also becauseetfavioural and
social implications. A careless decision of rejegta candidate
will impair the morale of the people. This may mattem
suspect the selection procedure and the basislatiom of the
organisation. A good understanding between lineagars and
personnel managers should be established for préipet
decisions.
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12. Employment- thus, after taking a final decision, the orgaticsa
has to inform the successful as well as unsucdesahdidates.
The organisation sends the appointment ordersetsticcessful
candidates, either immediately or after some tihepending
upon its time schedule. The model appointmentraslgiven in
the figure below. The organisation communicatesdbnditions
of employment to successful candidates along wiihoatment
order. Sometimes some candidates may negotiate thi
organisation for modification of the terms of empteent.

Organisations, sometimes, accept the request otdhdidates.
The candidates who accept the conditions of empéoyrof the
organisation (original or modified) will eventuallseport for

duty. Organisations do prepare contracts of enmpéy; that is,
the organisation and the candidates enter intordraxd, upon
mutual agreement on various items of the contrathen the
candidate is employed by the organisation by folya@ceiving

an acceptance letter from the candidate. Aftes #iage, the
candidate becomes the employee of the organisatisnally,

management places the new employee on probatiom, period
of time to assess his/her performance.

3.13 Placement

Once the candidate reports for duty, the orgamisatias to place him
initially in that job, for which he is selectedminediately, the candidate
will be trained in various related jobs during theriod of probation.

The organisation, generally, decides the final giaent after the initial

training is over, on the basis of candidate’s adet and performance
during the training/probation period. Probatiomi@e, generally, ranges
between six months to two years. If the perforneasmot satisfactory,
the organisation may extend the probation or askcmdidate to quit
the job. If the employee’s performance during pinebation period is

satisfactory, his services will be regularised dral will be placed

permanently on a job.

Placement is the determination of the job to wlaintaccepted candidate
is to be assigned and his assignment to thatljpis.a matching of what
the supervisor has reason to think he can do wii job (job
requirements). It is a matching of working corahg and what he
offers in terms of relationship with others, proroal possibilities etc
(Pigors and Myers, 1970). It is not easy to matithihe factors to the
new employee who is still unknown to many. Sonke& employee is
placed on probation, until the trial period is aver
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3.14 Induction

Introducing the new employee to the job, job lamatithe organisation,
to other employees is the final step of the emplaynprocess. Some
companies do not lay emphasis on this functionhayg view that this
function will be automatically performed by the lealgues of the new
employees. This is common in educational insongi This process
gains more significance as the rate of turnovehigh among new
employees compared to that among senior employ&éss is mainly
because of the problem of adjustment and adaptalidi the new
surroundings and environment.

Furthermore, absence of information, lack of knalgke about the new
environment, cultural gap, behavioural variatiodgferent levels of

technology, variations in the requirements of theb jand the

organisation also disturb the new employee. Furih€euction is

essential as the newcomer may feel insecure, sbyousness and
disturbed. This situation leads to instability.ertide, induction plays a
pivotal role in acquainting the new employee with hew environment,
company rules and regulations.

Generally, the newcomer may expect opportunitigsadvancement,
enhanced social status and prestige, opportunitiesuse special
aptitudes and educational background, challenged adventure,
opportunity to be creative and original, and lueeatsalary. However,
jobs with low initial challenge, inadequate feedbaand inadequate
performance appraisal result in a feeling of digapponent. Induction is
necessary to forestall this.

Induction entails welcoming all employees when tHegt join a
company, giving them the basic information theycdhé® settle down
quickly (with enthusiasm) and start work”.

Lecture, handbook, film, group seminar are usetnjoart information
to new employees about the environment of the fabthe organisation
in order to make the new employee acquaint himgatlfi the new
situation.

4.0 CONCLUSION

In this unit, you have learnt about recruitmemeigestion, placement and
induction. You have also been taken through tleequmures, methods
and techniques of recruitment and selection. Yiea karnt the various
sources of recruitment, impact of personnel pdicte recruitment,
types of recruitment and factors to consider inrugment, selection,
placement, and induction process. The essencei®ffuhction is to
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ensure that the best hands are eventually employedork in an
organisation.

5.0 SUMMARY

This unit defines recruitment, selection, placenard induction. Also,
the unit has highlighted the subsystems of receni listed the
complexity of functions of recruitment, centralisadd decentralised
recruitment, internal and external sources of negoent. Also, you have
been taken through recruitment policy, impact afspanel policies on
recruitment, the sources of recruitment, why orgatons prefer
internal source, external source, recruitment tegles; types of
recruitment appeal, recruitment practices, and ndisde of selection
procedure. You have also been exposed to the siEpslection
process, induction and placement of new employeesganisations.

6.0 TUTOR-MARKED ASSIGNMENT

What is interview? Explain its validity and rddiity. What are
different types of interview?
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1.0 INTRODUCTION

In the previous units you learnt about employeeruitment and

selection. This unit will deal with employee traigiand development.
Employee training and development are at the he&remployee

utilisation, productivity, commitment, motivationn@ growth. Many

employees have failed in organisations because tieed for training

was not identified and provided for as an indispbies part of

management function. In this unit a distinctiomiade between training
and development. Training is an organisationalrefiamed at helping
an employee to acquire basic skills required fer éfficient execution
of his/her duties, responsibilities/job schedulevBlopment deals with
the activities undertaken to expose an employegetform additional

duties and assume positions of importance in thgarosational

hierarchy.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

) discuss employee training and development

) highlight the importance of qualified manpower andnagement
development

o explain self development

o describe the basics of performance appraisal, pedoace

rating/evaluation.
3.0 MAIN CONTENT
3.1 Employee Training: Conditions Requiring Training

Employee productivity is a function of ability, wibnd situational
factors. An organisation may have employees whegssgood ability
and determination, with appropriate equipment aashagerial support,
yet productivity will still fall below expected stdards. The missing
factor in many cases is lack of adequate skillg, lamowledge, which
are acquired through training and development.

There are certain conditions that will serve asfews to the need for
training. These symptoms manifest themselves iargety of ways. The
most common ones are listed below:

(1) Lack of interest in one's job;
(2)  Negative attitude to work;
(3) Low productivity;

(4) Tardiness;
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(5) Excessive absenteeism;

(6) Excessive complaints;

(7)  High rejects or low quality output;
(8) High incidence of accidents;

(9)  Insubordination.

When a company starts experiencing some of thegss,sit should
consider training. An employee will not complain t@anagement that
he requires training; instead he/she will hide fisstration and use
money, for example, as an excuse by demanding mages. He/she
may complain of the lack of fringe benefits and ose or two isolated
examples to justify the complaint.

SELF-ASSESSMENT EXERCISE

Distinguish between training and development. Whthis distinction
important?

3.2 Objectives of Training

Some of the main objectives of training employeesluide the
following.

Increased Productivity- from a company's point of view, productivity
is at the apex of all training programmes. A wedlined employee is
capable of producing more than an untrained employequal physical
ability. The success or failure of an organisatiepends on employees'
productivity. A well trained salesman produces matean his
counterparts of lesser training (other things beiqgal).

Lower turnover rate- an employee who is incapable of producing is
frustrated by failure and is more likely to abandos work than those
who are capable of producing. An untrained emploigeéke a dull
school pupil; he hates school and likes to absensdif and is likely to
be a school drop-out unlike other pupils who ergoljool because they
are doing very well. The same situation appliesato unproductive
employee. He hates his work and abandons it at dinghtest
provocation.

Higher morale- a man who is trained has confidence in his abtlty
perform. He believes that he has control of hisiremvnent and is
equipped to tolerate occasional disappointmentsstrfations and
inconveniences. He learns to rationalise and te@dalame for his own
failures instead of blaming the organisation. Aneal employee derives
intrinsic  satisfaction from his work which promotdss morale.
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Organisations that have regular training programgnes employees the
feeling of being appreciated and something to lgoko.

Better coordination- training helps in the coordination of men and
material. During a training programme, employeestaught company
expectations and objectives. They are shown theelathrough which
they can attain their own objectives. This giviee to goal congruency
and, consequently, everyone pulls in the same tchrecCoordination
becomes easy.

On the whole, training reduces cost as it incregseductivity, reduces
labour turnover and promotes goal congruency. Latktraining
increases rate of absenteeism, it leads to lowubupmor quality and
results in high cost.

3.3 Determining Training Needs

Before any training programme is undertaken, thedrfer training has
to be identified. The need for training increasssaaresult of new
technology, new products, variety of new custonaerd other factors
such as competitive strategy of competitors. Tditite a training

programme requires systems analysis. The mandgsrttr identify the

problems encountered by different employees-salesnpeoduction

employees, accounting staff and others. It can iseodered that in

sales, for example, the company is picking poosjpects which means
that additional training on prospecting is requir€, analysis can
reveal that low productivity in the operations depeent is due to work
scheduling. Training in techniques of schedulinlg lve ideal.

Training can be a waste of time and resourcesifatiea of emphasis in
training is not properly identified. Nothing can b®re frustrating and
demoralising as teaching a person what he alreadyv& Concerted
effort must be made to clearly identify areas obst in a training
programme.

Praxeonomy according to Gilbert (1967), the best common sens
approach to identify areas of training is to usefttrmula-

D = M—1

= inefficiency in the employee

complete list of behaviour necessary for tr@gsof the job

for all the knowledge of behaviour necegdar the job which
the employee already possesses.

D
M
I
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By identifying the behaviour or traits required perform a job and
finding out what an employee lacks, training caentbe concentrated in
areas of deficiency.

3.3.1 Who Should Do The Training?

It is very important in all organisations to idépgpeople who can carry
out-training in the organisation. The arrangemeat fraining is
generally the function of the personnel departmdntan organisation,
resource personnel for training can be drawn from:

(1) the company’s regular line executives
(2) external specialists or consultants.

Company line executives can be, in the case ofsatnior salesmen,
field supervisors, territorial or area managerssales managers who
have proven knowledge of the subjects to be covefdw chief
accountant, or accounts supervisors can mountrigajprogramme for
production managers, salesmen, etc., on how to geatteeir budgets
effectively. The personnel officer can give a leetto all executives on
employee motivation, participative management or ppavisions of
company labour contract to avoid constant managetabaour conflict.

External specialists are used when the requiredrégp is not available
in the organisation. In some instances, in-plardgm@mmes can be
arranged and effectively executed by specialistenfroutside. Many
institutions — universities, colleges and corregjsmte schools offer
evening classes for the training of employees @acifip skills.

3.3.2 The Trainer

It must be observed here that training should e ses a right not a
privilege and should start soon after employmertie Belection of
trainers is very essential to ensure maximum regulgood trainer
should be identified before training commences.oddytrainer is one
who encourages maximum participation of employées a positive
attitude, shows enthusiasm in what he/she is damtghas confidence in
himself/herself. Above all, he/she must have thghoknowledge of
his/her subject. A good trainer judiciously condsrthe lecture method
of instruction with discussions, role playing andntbnstrations. A
trainer can be likened to an actor. He/she conveg&er message
artistically utilising his/her entire person.
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3.3.3 Methods and Techniques of Training

There is no hard and fast rule as to how to sefeethods and
techniques of training. New training methods arenstantly being
experimented upon and each produces the desirect.ef manager can
achieve his desired objective without knowing elyaathat method has
been employed. The most popular training methodséare discussed
below.

On the job training -this is the most popular, and in some cases, the
only form of training programme used by some orgations. Of the
210 employers responding to the question of trgin0% use on the
job training and believe that it is the most efi\eet for their
organisations. One of the advantages of on thetr@hing is that it
minimises the problem of transfer of learning asged with other
methods of training. On the job training can beoagoing process that
does not excessively disrupt normal company opmratiThe major
disadvantage is that the trainer can pick up baithéoreman, 1967).

Apprenticeship programme: this method of training is employed when
extensive practice or technical knowledge is reguiio perform a job.
The training combines on the job training with sla®m lectures.

Job rotation: this is a training device that makes it necessargnove
the trainee from one department or unit to anotbenaster what goes
on in that section. The essence of this programsnt ibroaden his
experience in different jobs.

Vestibule training: this is a training device that trains the emplogée
his regular work area, but in an environment sinmitahis work place.
He practices his skill with identical equipmentttha uses at his regular
workplace. One of the advantages is that costlyakées are avoided
and the problem of transfer of training is enhanesdthe trainee
practices with identical equipment and tools.

Role Playing: this is a technique of training where the traiptgys the

part of a certain character or acts in an eventisHaught to do a job or
make decisions the way he thinks his boss could hmaade it. Role
playing is very exciting as it challenges the inmagion of the

employee. Role playing promotes retention asightens imagination,
ingenuity and resourcefulness.
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Table 1.1 below shows the most popularly used itrgirmethods in
Nigeria.

Table 1.1: Modes of Training in Selected Nigerian Organisation

Type of Enterprise

Training Techniques Service Manufacturing
%n=75 % n =62

On-the-job Training - 85 95

Job Rotation - 87 82

Coaching - 10 65

Lecture - 75 85

Role Playing - 68 45

Vestibule Training - 40 68

Conference - 72 61

As pointed out earlier, training should be an omgaaffair. Training
should not always be very formal. A good trainirapdast for only a
few hours or weeks; duration does not determineyttadity of training.
It is important to prepare the employee to be @dirHe/she should be
motivated to achieve mental preparedness, and énefsist exhibit the
desire to learn, by being made to see the usetilamed applicability of
the training. Every employee should know the tragncircle which
should come after his performance appraisal. Eigut below shows
how training is an on-going process.

APPRAISAL

/ IDENTIFICATION

APPLICATION OF TRAINING NEEDS

T PLANNING THE TRAINING
TRAINING PROGRAMME

PREPARATION FOR /

TRAINING

Figure 1.1: The Training Circle
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3.3.4 Evaluation

The purpose of evaluating a training programmeoidétermine its
effectiveness. A training programme is effectivatihas achieved the
purpose for which it was designed. The informatamilected in the
evaluation process should enable the company taowepon the
programme for future trainees, and enable the drainappraise
themselves in terms of method and content. The woigstctive way of
evaluating a programme is to:

(1) obtain the honest and unbiased assessmentlietrainees;

(2) determine if, in fact, learning occurred byraxistering tests —
oral or written;

(3) determine if the company has benefited bliribwgh reduction in
costs, better morale, and increased productivitgduced
absenteeism rate or reduced rate of staff turnover.

Catalanello and Kirkpatrick (1968) have summaritedbasic criteria of
evaluation as follows.

Reaction - Do the trainees like the programme?

Learning - Did the trainees learn the facts, principles,
techniques and concepts presented?

Behaviour - Did their job behaviour change because of the
programme?

Result - What tangible results were achieved (reduction in
staff turnover, better quality, and increased
production)?

One of the major pitfalls of training programmedNigeria is the lack of
positive reinforcement and the lack of opporturfity the trainee to
actively practise what he has learnt. These haveetoorrected. Above
all, the objectives of the training programme mhate been clearly
articulated.

3.4 Employee Development

The importance of qualified manpower in the socpdlitical and
economic development of any nation can hardly bersiated. No
nation is known to have attained sustained higlelleaf economic
growth and development without an ample supply afalifjed
manpower. Of all the factors that unlock the foroegconomic growth
and development, a country's human resource isntbst vital, for
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without it, all the other factors have to wait. @gas in the quality of
work force account for the rapid economic developimkat has taken,
place in the advanced countries than any otheorfact

Kuznet once observes that:

‘The major capital stock of an industrially advadce
country is not its physical equipment; it is thedpoof
knowledge amassed from tested findings and disezs/er
of empirical science, and the capacity and traironhgts
population to use this knowledge (Kuznet, 1955)'.

The essence of any manpower programme is to "eehhecwelfare of
workers by maximising their skills and the quaktyd quantity of their
employment opportunity and in so doing, add todbentry's economic
strength” (Manpower Report, 1969).

Thus, all manpower programmes are aimed at humaourees
development and utilisation. Professor Harbisors deeman resources
development as the process of increasing the kmigelethe skills, and
the capacities of all the people in a society.dor®mic terms, he states,
"it is the accumulation of human capital and itkeetive investment in
the development of an economy" (Harbison, 1964).

Countries such as Japan, Korea, W. Germany, ltaly ae known to
have attained high levels of development despgeattsence of mineral
wealth of any significance. Thus, the manpower @mogne of any
nation is intricately interwoven with her economi@&nd social

development. The Nigerian government is cogniséthis fact and has
overtly encouraged the establishment of many uigins and

organisations for the training and development &f imanpower. Over
twenty universities have been founded and many naoee planned.
Many colleges of technology have been establisbedhie training of

intermediate level manpower.

The educational system of the lower levels is beagriented to give
adequate emphasis to the acquisition of practkilésThere are over
ten federal/state trade schools now in the natidgh emphasis on the
acquisition of rudimentary skills necessary for cassful careers in
many organisations.

Government has also set up many institutions tp helmanagement
education in the country. The National Manpower ldaa responsible
for the periodic appraisal of requirements for namer in all

occupations and the development of measures feenvice training of
employed manpower both in the public and privatetss. The
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Administrative Staff College of Nigeria (ASCON) wastablished to
provide diverse training facilities for senior mgees of the economy.
The Nigerian Institute of Management, the Centre Management
Development (C.M.D.), have also been established m@anpow6r
development, training and coordination.

The Industrial Training Fund (I.T.F.) was estal#idhto promote and
encourage the acquisition of skills in industry asmmmerce with a
view to generating a pool of indigenous-trained pwamer sufficient to
meet the needs of the economy. The Nigerian govenhrhas also
entered into bilateral agreements with some foraigantries for the
training of Nigerians in practical skills. Each yeaiany scholarships
are offered to deserving Nigerians to study in sdareign countries.
Despite all these, the manpower problems of thismty are far from
being mitigated.

3.5 Management Development

A national survey reveals that promotion is the tmaslued

organisational reward by senior staff. Managementetbpment gets an
employee ready for a rise in the organisationatanay. Promotion
gives a sense of self-fulfillment and its deniadpecially when one
thinks one merit it, deflates one's ego. Every oigation should
identify and encourage employees who have the patdn contribute

their quota in the organisation and the society aasvhole. No

organisation can continue to survive and grow inr aynamic

environment that forgets to develop its manageadre.

3.5.1 Human Asset Accounting

The importance of quality manpower in an organwsathas been

sufficiently highlighted by Likert who is one ofdlgreatest proponents
of human asset accounting. He postulates is thaahuasset should be
guantified and placed on the balance sheet of tgangsation. This

would imply that the value of the organisation vifiprove as qualified

employees are attracted, trained and developéedeimtganisation. The
asset value of the organisation will decrease dkedkstaff leave the

organisation or become irrelevant.

Likert points out that the following factors shoulde used in
determining the value of human assets —

(1) Intelligence and aptitude
(2) Training

(3) Level of performance
(4) Motivation
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(5) Quality of leadership

(6) Degree of team work

(7) Communication system and
(8) Coordination of efforts.

While some of these items are difficult to be giwash value, one thing
is certain: the concept shows the importance olityyzersonnel.

3.5.2 Nature of Management Development

One of the functions of management is self devekgnand employee
development. Before an organisation starts an eraplaevelopment
programme, certain factors must be considered.

Organisational Objective- development of objectives is the first step
required in the preparation for management devetopnAs discussed
by Drucker, an objective is like a compass by whackhip navigates.
The compass bearing itself is firm, pointing intraight line towards the
desired post. Objectives give a sense of purpogalmeaction. This will
help the organisation to analyse its long-rangdsgaad strategic plans
for the future.

3.5.3 Determination of Employee Development Needs

Based on organisational objectives, a company ea@rmine its high-
level or other manpower needs by taking an invgnbdrthe manpower
at the present and finding out the skills anddrsitll required to achieve
pre-determined goals. An objective analysis of thisation leads
management to state what specific areas developmasrio concentrate
on.

Implementation — implementation involves a systematic procedure to
develop the manpower required. This can take tha faf job rotation,
getting the staff to "assist” higher staff, attencka at university
executive programmes, conferences, promotions@eadtaying.

Evaluation — there is a need for constant evaluation to enthatethe

needs are being met. Figure 1.2 illustrates thmmonsense approach
to management development process.

208



FMS 105 MODULE 3

Management Development Map out Management
establishes » process — isolat§—> Development Objectives
organisation Management _
objectives Development Needs "
P
l\E/IvaIuate isolated Implement ~ Managemen
anagement b Development Programme
Programme
Figure 1.2: Commonsense Approach to ManagemenglBewment Process

One of the major purposes of management developmsetd avoid

managerial obsolescence. Management developmegtapnmes are
growing very rapidly in Nigeria. All major corporahs and companies
(with over 100 employees) have regular managemewveldpment

programmes especially for those in the upper ardtiimiorganisational
hierarchy. A study of 102 companies indicated 3% had annual
management development programmes in one formeattier.

The duration of the programmes varies from thregsda one month.
40% of these have sent at least three employeeseasin the last two
years for courses of three months to one year idarathe techniques
used in management development programmes in Idigee lectures,
role playing, attendance at conferences, short sesuroverseas,
university evening programmes, in-plant training urses and
workshops.

The selection of participants is determined by topnagement. All
management development programmes in Nigeria arg@ona
nevertheless, pressure is exerted on some employeeshow little or
no interest in sell development. Employees perc#ieeopportunity to
attend short management development programmesseagras a
special recognition and nobody misses the oppdstuexcept in very
rare cases.

3.5.4 Problems Associated with Management Developntein
Nigeria

The following are some of the problems associatétd wmanagement
development in Nigeria- as identified by organsasi and employees.

(1) The objective of training programme is not ayw clearly stated
to participants. There is no mental preparedness.
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(2) Some employees see some development programasnasfew
days off work- meant for relaxation.

(83) There is no positive reinforcement after ttagning.

(4) Some of the programmes are not related to @yepl needs for
self development and self actualisation.

(5) The company does not evaluate the outcombeoptogrammes.
There are, in many instances, no examinations ttenror oral or
feedback.

(6) Employees do not have the opportunity to ptiatwhas been
learnt into practise.

(7) Many management development programmes anedoas the
lecturers speak in general terms.

(8) There is the problem of transfer of learniSgme of the concepts
and principles taught are too academic and veficdif to apply
in real life situations.

(9) Many management development programmes areprogterly
played and there are no sequences to the courtEedfrom
year to year.

(10) There is inadequate support from executives.

(11) Consultants are not properly selected andndb adapt their
lectures to suit specific organisational needs.

SELF-ASSESSMENT EXERCISE

What are the different ways of developing managegfich of these
methods do you consider most effective and why?

3.5.5 Management Development Methods

Some of the methods of management development e discussed
in the previous section on employee training. Somoee techniques are
mentioned below.

Coaching- this method is ideal for both employee trainingd an

management development. In this method employe=sttaiched to a
supervisor who coaches them on specific concepssamt feedback is
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given as to how well the employee performs. Theaathge is that the
employees are attached to experienced teachers.

Assisting- this is a method of developing subordinates aspiffior
management positions. As "assistant” to a highéceyfthe employee
gets assigned duties that expose him to differemtagement functions.
He learns the procedure for handling, specificsasdsigned to him. He
gets a feedback from the manager on how well héogas in his
department or office.

Special assignments: special assignments have been used as
successfully as a training technique. Managemexnhdes are often
assigned to special projects such as membership-taskforce, given
special board or committee assignments, or askedswmlve problems
originating in any departments — production, pensbor finance.

Conferences, seminars and workshopshese are effective method of
development. Management personnel are allowed tendatwell
organised seminars, conferences or workshops gy colleges
and universities. In such conferences scholarlyepapre presented by
experts and discussions are centered on the patisent New
techniques and concepts are examined and partisipae encouraged
to ask questions and express their views. Nigaraversities organise
many national seminars, conferences and workshogy gear for the
enhancement of management.

Other useful methods in management developmenidectase studies
in which written descriptions of situations are lgead, problems are
identified and solutions are sought. Another is wdanon in which
simulators are used to represent the actual tuas is the case in
training of pilots.

There are also executive games in which problemsmimanagement
are presented in the form of games. The executamaegforces the
participants to deal simultaneously with all fastoin a business
situation — production, marketing, finance, comjpati inflation and so
on. You can get detailed discussion on these methoény standard
textbook on personnel administration.

3.6 Self Development

At the root of all organisational employee develepm is self
development. The desire for an individual to bettes lot in an
organisation and attain self fulfilment is necegstor the success of
any organisational or group effort. An executiveeswt to himself to
ensure self development. A manager must desireveldp and grow in
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ability for any programmes to be successful. Ancexige does not have
to wait for the organisation to force him to graWwopse who do, become
obsolete. If a manager wishes to excel, especiallfigeria, he must
engage in activities that will identify him as atg@atial candidate for
success in the organisation.

Not all managers can reach the top, nor can akxpmsed to formal
management development programmes- given the tiniaeilities in

Nigeria. It is therefore expected that manageménoulsl use its own
initiative to enroll in executive development pragmmes. As Levinson
astutely puts it, "every person who pursues a caesedistinct from a
job holder should expect to continue his educatmmthe rest of his
professional life”. Levinson advocates that evermnager should
establish alternative competence to increase Mhis/bense of
independence.

Many indigenous organisations in Nigeria are coratpaely small to
offer more than moral support to an executive whehes to
improve/develop himself. Executive obsolescenckeie to stay. New
technological breakthroughs are surfacing in sdéverafessions —
making the conservative executive obsolete. An @gtiog executive
who does not know that high speed electronic datacgssing
procedures are about to make him obsolete needgake up. The
physician who is not abreast with medical techniclmlgadvancement in
his profession is already obsolete. Whatever tloaisx for inaction, the
problem remains how to build and maintain adaptiexeibility that will
serve a lifetime.

3.7 Performance Appraisals

One of the key responsibilities of the manager dsevaluate the

performance of his subordinates. The essence okva&ation is to

assess their character, attitude, potentials anibrpgance on the job.

Employee evaluation has often been called perfocmaappraisal,

performance rating or performance evaluation. Wleatename it is

called, the essence of the rating is to evaluatengpioyee's strength and
weaknesses.

One of the major reasons for employee appraidal @btain information
for promotion, demotion, transfer, pay increaseaining and
development and discharge. For an employee, araigppgives him a
feedback as to how management perceives his cotitnib to the
organisation. If an employee perceives that heoisrlg evaluated, it
could affect his morale; lead to absenteeism amdin@ss and,
consequently, his overall productivity will be imged. This is why
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employee evaluation is expected to be done in pin@ sf objectivity,
honesty and fair play.

When an official evaluates, he is in effect pasgutgement that he has
the competence to evaluate; he knows the employdéhas observed
him at work for a long time. Many employees areiafrof evaluation
and have negative feelings about it. Every day nnoaganisation,
employees informally evaluate one another; evenstigervisor is not
left out. When the official evaluation comes outypoyees compare
opinions they hold with the formal evaluation reés@ifom their
supervisors. A supervisor is said to be fair oraumtbased on employees’
preconceived opinion of themselves and one another.

3.7.1 Personal Characteristics in the Appraisal Fon

There is a litany of personal characteristics Hratevaluated during an
appraisal exercise. Some of the major characiesistiten included are
listed below.

Honesty Judgement Loyalty
Personality Industriousness Attitude
Dependability Persistence Tactfulness
Cooperativeness  Resourcefulness Maturity
Adaptability Imaginative ability Motivation
Initiative Enthusiasm

Leadership Aggressiveness

Creativity Skill competency

Certain basic characteristics are emphasised masertain jobs than in
others. In a sales job, for example, traits suchaggressiveness,
persistence, resourcefulness, creativity etc., vl emphasised.
Organisations should design their appraisal formsit their special
needs.

3.7.2 Performance Appraisal Methods

The most common appraisal methods are discussed bel

The ranking method- this is the oldest and the most common appraisal
method in use. The supervisor ranks his subordgnatan the most
productive to the least productive.

Graphic rating method- this is one of the most popular rating methods.

This technique measures two major areas of employerk
characteristics:
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(1) the basic work characteristics such as knogédednitiative,
dependability, leadership, loyalty, etc.

(2) the employee's contribution to the organisatsoich as quality
and volume of work done.

Paired comparison method- this closely resembles the ranking
method. Two employees are compared at a time amdelkter one is
noted; then those that are noted are paired aghis.is not a popular
method because there are usually many traits evakeated.

Forced choice methodthe forced choice method forces the supervisors
to make use of retards. The officer doing the gaisforced to select a
pair of sentences that best describe the empldyee.purpose of this
technique is to minimise bias; as his lack of kremlge or inconsistency

is easy to detect from his choices.

Critical incident method- in this method the rater is expected to show
incidents in the work situation in which the empeybeing evaluated
has shown positive or negative influences in watbasions. Factors
such as initiative, judgment, creativity etc., tode shown.

Field review technique- this method allows external specialists to
evaluate the employee. Due to the cost involved, tdthnique is used
very sparingly. One of its setbacks is that thesioet specialist does not
know the employee nor does he have the necesdarynation for an
objective evaluation.

Other employee review techniques include peer gatiwhere the
employee's co-workers evaluate his performanceprBurgly, peer
rating does not differ a great deal from an obyecgupervisor's rating.
An employee can also evaluate himself. Good matwatan make an
employee to evaluate himself, bring out his striesgind weaknesses
and even suggest ways of improvement.

Evaluation should, at least, be a yearly activitymanagement. It does
not require a man of exceptional ability to evaduanhother. Although
Taft Dbelieves that people who make good rategscharacteristically
intelligent, emotionally stable and socially skille any objective

supervisor who knows the employee and what is dgdeof him is

capable of giving a valid employee evaluation.

3.7.3 Steps of Employee Performance Rating

The following steps are recommended as effectmesstor an employee
appraisal system:
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(1) Prepare the performance requirements. Deterinaw well you
expect the employee to do his work.

(2) Discuss the performance requirement with thegpleyee and
adjust them as needed.

(3) Observe what the employee is doing.

(4) Evaluate his performance against requirements.

(5) Discuss evaluation with employee.

(6) Take appropriate action.

3.7.4 Pitfalls of Performance Rating

Some of the key pitfalls of performance rating gireen below.

(1) Halo effect the rater allows one outstanding negative or pasiti
incident or trait to influence his rating of the goyee.

(2) Rating the man and not the job -subjective evaluation of the
employee based on the rater's likes and dislikewrather he
gets along well with the subordinate or not, or thike he likes
his tribe, religion or language

(3) Rating every employee average this is the error of central
tendency where the rater sees every employee aagaverlhis
problem often is an escapist attitude. He beliavés the most
convenient and least contestable way out.

(4) Pressure of time —this is associated with the lack of time that
induces management to rush the appraisal.

(5) Not sharing the result —here the rater refuses to discuss the
rating with the subordinate. In Nigeria, the opeparting system
makes this a thing of the past.

(6) Recency -tendency to rate one positively or negatively bsea
of latest events that took place before the rating.

An analysis of 402 respondents in Nigeria shows$ timathe average,
42% are victims of these pitfalls. 27% concededt ttieey often

committed the error of rating the man and not tite Only 42.5% of
Nigerian employees responding to a questionnairghensubject (n -
402) believe that employee appraisal is useful.afgdr percentage,
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57.5%, believes that it is useless. The reasorengi@nge from its being
superficial, the lack of knowledge on - the partteé supervisor to give
an informed opinion to "god-fatherism" in the orgsation.

3.7.5 Purposes of Performance Evaluation

Performance evaluation is not an end in itselfs ia means to an end.
The end is, as pointed out, to help the employemvkhis weaknesses
and strengths, and help the employer make some tesisions on how
to create an enabling environment within the orggonal. Ordinarily,
employees who contribute most to organisationaireffshould benefit
more than those who contribute little — that isigguPerceived inequity
forces an employee to withhold a measure of hisrefftoward the
attainment of organisational goal.

Table1.2: Purposes of Merit Rating Programmes

Blue Collar| White Collar| Both Blue and
Purpose Employees Employees White Collar

Only only Employees

No % No % No %
Wage and salary| 13 76 93 90 114 69
administration
Promotion 10 59 82 80 112 73
Training and development 7 41 72 70 102 61
To help supervisors know
employees 4 41 67 65 101 61
Transfer 7 41 76 74 102 61
Follow-up interview 5 29 50 49 57 34
Discharge 1 6 39 38 77 46
Layoff 4 24 26 25 44 27
Personnel research 3 18 28 27 48 29
Total company with merit
rating programmes 17 100 | 103 100 | 166 100
Source: National Industrial Conference Board; Personnel &tees in

factory and office manufacturing studies in persanpolicy -New
York, (1964).

3.7.6 Periodic Appraisal

Employees should be appraised periodically. Mogawoisations in
Nigeria have annual appraisal systems. The formalual evaluation
should not be a substitute for periodic informalpéogee appraisal.
Periodic appraisal gives the employee the oppdstubtd correct
deficiencies before the formal annual evaluatiohe Tain purpose of
an evaluation is not punitive but corrective.
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Periodic appraisal can assist the supervisor iginglthe degree of trust
he can place in his subordinate, and trust in hiscfual and effective
performance. Employees have always held it ag#west supervisors if
they were never told of their in-competency urtii time of appraisal.
Periodic evaluation helps the supervisor to deteemwhen an

employee's task should be enlarged or diluted. oBlieri evaluation

makes the annual formal evaluation easy and peddetas the
subordinate has been receiving feedbacks througtheutyear on his
performance.

As pointed out, one of the objectives of employe&ation is to enable
the supervisor to know the employee better. Theentbe number of

times an employee is evaluated, the more the sigoerknows him and

the more reliable will be his subordinate's evatmatin the Nigerian

civil service where it takes, at least, nine morithdismiss an employee
because of the number of steps required for disihm®ceedings, in

which the burden of proof seems to be on the sugmarto establish that
the subordinate is in fact subject to dismissaljogec evaluation is

necessary to make the task easier for the superviso

4.0 CONCLUSION

In this unit, you have learnt about employee trajnand development,
conditions requiring training, objectives of traigi and how to
determine training needs. You also learnt aboet ithportance of
gualified manpower and management development, daiElopment
and performance appraisals, personal characterigticthe appraisal
form, performance appraisal methods, steps in eyepl@erformance
rating, pitfalls in performance rating, purposes pérformance
evaluation and periodic appraisal.

5.0 SUMMARY

In this unit, you have learnt about employee trajnand development,
the conditions requiring training, objectives ofaiting, how to

determine training needs, the importance of qualifmanpower and
management development. You have also been exptsedelf

development and performance appraisals; persomaacteristics in the
appraisal form, performance appraisal methods, ssi@p employee
performance rating, pitfalls of performance ratingurposes of
performance evaluation and periodic appraisal.
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TUTOR-MARKED ASSIGNMENT
Distinguish the following.

Recruitment

Selection

Job design

Job specification

Job description and job analysis.

arwpdpPE
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INTRODUCTION

One of the major problems confronting managementthiat of
motivating workers to perform assigned tasks to tmee surpass
predetermined standards. It is not easy to maiaatindividual, for the
success of any motivational effort depends on ttien¢ to which the
motivator meets the needs of the individual empisytor whom it is
intended.

In this unit, we shall be discussing motivatiorg frocess, types of
motivation as propounded by various authoritieemable learners to
comprehend and understand the concept.

2.0

OBJECTIVES

At the end of this unit, you should be able to:

define motivation

discuss the hierarchy of needs as propounded byahalon
Maslow; McClelland, Herzberg and McGregor

explain Herzberg's two-factor theory of motivation

distinguish between Maslow, McClelland and Herzlserg
theories of motivation.
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3.0 MAIN CONTENT
3.1 The Motivation Process

Motivation is that energising force that induces @smpels and
maintains behaviour. Human behaviour is motivaiteid, goal directed.
It can also be defined as an internal psychologiratess which its
presence or absence is inferred from observed npesftce. Motivated
behaviour has three basic characteristics, whietstted as follows.

(1) Itis sustained — it is maintained for a long tiomil satisfied;
(2) Itis goal-directed — it seeks to achieve an objegt
(3) Itresults from a felt need — an urge directed tolsa need.

A need creates a tension in the individual who msoire a certain
direction in order to achieve the desired objecti@ch reduces the
tension. A satisfied need does not motivate; csalg, an unsatisfied
need motivates. Figure 2.1 below shows the proafesstivation.

TENSION GOAL REDUCTION

NEED MOTIVATING ORIENTED OF TENSION
—» BEHAVIOUR » BEHAVIOUR [—*| SATISFACTION

OF NEED

Figure 2.1:  The Process of Motivation

The process starts with a perceived need, thenssoteis created which
starts the motivating behaviour; then there is aventowards the
realisation of the need — a goal oriented behavid\g soon as the need
is satisfied, the tension relaxes. To motivatemployee, management
must create real or imagined need for the emplayeaspire. A real
need can be a desire to achieve through promatiorease in wages or
enjoyment of increased benefits or perks, suchoagpany cars with a
chauffeur. Imagined needs of a staff could be gpiration to have
coffee at 10.00 a.m. It is the entitlement of sgsbd executives, to
have a secretary, have someone to carry his/hefrdase upstairs, have
someone to run the office at the sound of the dreljet visitors to fill
papers before they enter into his/her office.

For the purposes of this course, terms such as, mesite, aspiration
and drive re used interchangeably. Since every @&yepl has needs,
he/she is capable of being motivated. The tasknahagement is to
determine the valued needs that will make him/l@ct according to
organisational desires — increased productivity.
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3.2 Maslow’'s Hierarchy of Need

A hierarchy of needs theory was advocated by Abralth Maslow.
According to him, man always has needs to satiSilyese needs can be
classified in a hierarchical order starting frone thasic needs to higher
order needs. Once a particular need is satisftedeases to be a
motivator of behaviours, and another need ememyesording to this
psychologist, these needs can be classified int (s shown in figure
2.2 below) - these are physiological need, safetgdn social need,
esteem need and self-actualisation need.

Actuatisation

Esteem
Need

Social
Need

Safety
2| Need

Physiological
1 Need

Figure 2.2: Classification of Maslow’s Hierarchy of Need
(@) Physiological need

This is the basic need of people — food, clothing ahelter. These
needs are strongest in man’s life and must befisatibefore other
needs. This need can be satisfied with money. afA mho is starting
life needs money to obtain shelter, buy food amhahg. His major
preoccupation will be to ensure that these basstsi@re substantially
satisfied. It appears to have a dominating infb@ethan any other need
at this stage of a person’s career. At every stagen organisation,
management is to recognise that every kobo meansh o the
employee. He will trade some comfort for money.
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(b) Safety need

As soon as physiological needs are satisfied, \safee¢d appears. An
individual’'s safety is considered very importantssues about what
happens in times of sickness, about protection franganisational
hazards become a major concern. Safety need rstacpon against
bodily harm, danger, loss of employment, deprivata threat. An
employee likes to know that his employment is perems. The loss of
his job can induce him to seek ways of satisfyirsgghysiological need.

Thus, to encourage productivity, management magaten him with the
possibility of loss of employment. The organisatghould help to solve
a person’s dependency need. The employee getsedaithe is not a
confirmed staff or is subjected to discriminatianaobitrary managerial
action. Safety need can, indeed, be very stromap imdividual.

(c) Social need

This need is often referred to as acceptance nddx individual has
satisfied his two basic needs and wants acceptaméave and be loved.
He values friendship, affection and the sense tdngeng. Affection
need, esteem need and self-actualisation are sagondeds. They are
seldom satisfied by money. At this stage, thewiddial belongs to
small clubs or informal groups at the workplace.

(d) Esteem need

This is the fourth need. At this stage, the indiinal has need for

recognition, accomplishment, achievement and tleel ier self-respect.

He loves to take responsibilities and prove himsélfie esteem need is
the “ego” need. He wants his contributions to leeognised and

appreciated by management and co-workers.

The feeling of independence, professionalism anmdidence is highest
at this stage. It is important for managementetmognise and reward
him for his contribution to the organisational etfoWhen people who
work with him (and management) appreciate him dpihg to build up

his ego- self-esteem, confidence, power and peesiggds are satisfied.

(e) Self-actualisation need

This is the last in Maslow’s hierarchy of needsisTnheed is often called
fulfillment need. This is the need for an employeeeach his highest
potential at workplace or in conquering his envimemt. As Maslow
succinctly puts it, “what a man can be, he must b&'man is actualised
when he feels he has reached the highest he ibleaphreaching in
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organisation or life. The feeling of competencging the best or
having achieved manifests itself.

Maslow believes that an average citizen satisfexhigps 85 percent of
his physiological needs, 70 percent of his safelds, 50 percent of his
love needs, 40 percent of his esteem needs, amert@nt of his self-
actualisation needs. This means that a majorifyeofple do not satisfy
their self-actualisation needs. The need for agetralisation manifests
itself in many ways in Nigeria. People like todmen and referred to as
professionals. For example, many people who halgewed status
through the accumulation of wealth like to be @hlighiefs, or Alhajis;
teachers who hold PhD like to be called “Doctonpfpssionals like to
be called Engineer...Architect...Barrister. Even, wom&ho have
earned these titles, like to be addressed as Ds.[(MBarrister (Mrs.),
etc. This is because of the prestige that thestdéary.

Maslow has succeeded in classifying human needsasit, as an aid in
thinking for management. What is being disputetMaslow’s theory is
the issue of successive saturation. One can essalyhe interrelatedness
in human needs. In fact, by satisfying one nedtieroneeds are
apparently receiving attention, for the dignity bbman beings is
predicated on the satisfaction of all the needgurfé 2.3 below shows
the different behaviours associated with need sycle

n
Need (Motives) Reinforced | Tension S
Physiological, Safety, Behaviour [T Released 8
Social, Esteem (EGO) v 7]
Self-Actualisation »] Tension R Goal | Goal
and ”| Oriented [T (Incentives)
Drive Behaviour
24
Constructi
L Substitute | T
ve
Goal
Aggression
Withdrawal E_
Displacement c
, L : . P
|| Eatlonall_satlon J Defensive <
epression X Behaviour
Projection
Apathy etc.
Figure 2.3: Behaviour Associated with Need Cycle
Source: Howard M. Carlisle: Management: Concepts and u&lions,

Chicago: Science Resear@ssociates, Inc., 1976, p. 272)
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As shown above, needs or goals are the drivesctieate the tension
that are fulfilled by goal oriented behaviour. Shlibthe need remain
unfulfilled as the lower part of the loop showswniension is created
and a new goal oriented behaviour is made to yatted need. If the
need is satisfied as in the upper loop, tensiorelsased, a new goal
emerges and tension is created. Failure to aclaie\abjective gives rise
to a series of defensive behaviour such as aggressvithdrawal,
depression and projection. These are discussead late

3.3 Need for Achievement

Closely related to Maslow’s hierarchy of needs isQilland et al.’s
need for achievement postulate (n — achievememccording to
McClelland, some people achieve more than otheraus® they have a
greater desire to achieve. McClelland and hissegiles discovered that
those who had a greater need for achievement watken high risk
takers, nor low risk takers. They appeared to dadigtic about their
goals and set moderate challenges for themsellesy were motivated
by achievement and saw money as a measure ofpifugjress; so were
status and power which were not by themselves negid®ere socially
accepted measures of success in the satisfactite ofeed to achieve.

A supervisor who has a need for recognition amorg) geers or
colleagues will strive for status and recognitidkil people who have-
achievemenare constantly interested in feedback as to thenéxhat
they are realising their objectives.

3.4 McGregor’'s Postulates

McGregor has some basic assumptions regarding hbetasviour. An
understanding of these assumptions is important M@amagers in
directing human beings. These assumptions arsifiéakinto Theory X
andTheory Y

Theory X — The basic assumptions are as follows.

1. Work, if not downright distasteful, is an onerousore to be
performed in order to survive;

2. The average human being has an inherent dislikevéok, and
will avoid it if he can;

3. Due to this human characteristic dislike for wonkost people
must be coerced, controlled, directed or threatendgth
punishment to get them to put forth adequate etimstard the
achievement of organisational objectives;

4. The average human being prefers to be directedhewito avoid
responsibility, has relative little ambition, andanis security
above all.
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Theory Y — the assumptions of this theory are Hevis:

1. The expenditure of physical energy and mental effowork is
as natural as play or rest;

2. External control and the threat of punishment areomly means
for bringing about effort towards organisation’geatiives. Man
will exercise self-direction and self-control inethservice of
objectives to which he is committed;

3. Commitment to objectives is a function of the resdgassociated
with their achievement;

4. The average human being learns, under proper ¢omslitnot
only to accept but seek responsibility;

5. The capacity to exercise a relatively high degreanagination,
ingenuity and creativity in the solution of orgatisnal
problems is widely, not narrowly distributed in ghepulation;

6. Under the conditions of modern life, the intelledtpotentialities
of the average human being are only partiallysed.

As McGregor notes, behind every management actiodeoision are
assumptions about human nature and human behavimse managers
who subscribe toheory Ybehave according to the postulateshieory
Y. They believe that human beings like to take oasjbilities and that
commitment to an objective is a function of the aeds associated with
it. These rewards are the needs that will motithesn to act. The
rewards create the tension in the individual théisgdes when realised.
How we act or react to other people is influencgdobr assumptions
about those people.

If we believe that an employee has special disfir work and will
avoid it if he can; if we believe that he is at wdrecause he needs
money to satisfy his physiological needs, we witempt to motivate
him with money and threaten him with loss of empheynt (security
need) if he does not put in a measure of his efférfperson’s attitude
towards work is not inherent, it is a learned bétaav Need appears to
be universal; even people whose basic needs aséiesfitstill have the
need for achievement, status and acceptance. nibtisurprising that
people whose parents have amassed wealth for tientheir entire
lineage still struggle to achieve and gain indiadrecognition, status
and power.
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A motivated employee has adult characteristics. Elejoys

independence, has longer, deeper and more corisigienest in what he
does. However, a frustrated employee is forceactdike a child. He
has dependency syndrome with erratic, casual dloghanterest.

3.5 Herzberg's Two-Factor Theory of Motivation

Herzberg's two-dimensional theory of motivators afigsatisfiers has
received enough publicity in the area of motivatiofhese two-factor
theories have often been called “motivation maiatee theory”,
“motivation-hygiene theory”, or “dual factor thedry

Motivators - according to Herzberg, the motivators are lisielbw.

Achievements
Recognition
Responsibility
Advancement
Work, itself.

arwpnPE

These are factors that will induce an individualptat forth adequate
effort in the accomplishment of organisational goal

Hygiene factors or dissatisfiers The dissatisfiers are as listed below.

Relationship with supervisors
Working condition
Relationship with peers
Personal life

Compensation (money).

arwpdPE

Herzberg et al. observe that an improvement inhhgiene factors,
(company policies and administration, supervismnorking condition,
interpersonal relations, personal life, money,ustatnd security) would
serve to remove the impediments to positive watikuales. When these
factors deteriorate to levels below that which &mployee considers
acceptable, then job dissatisfaction sets in. Hewethe reverse does
not hold true. When the job context can be chara&d as optimal, we
will not get dissatisfaction, but neither will wetgmuch in the way of
positive attitudes.

Herzberg did not advocate the elimination of hygiéectors; instead he
feels that they are “housekeeping chores” that rnesione. If they are
absent, motivators will not work as employees wdimplain and find
unnecessary faults.
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To encourage motivation, it is advocated that eygri® must create an
environment that will foster fulfilment on the job This involves

making job meaningful to the job holder so as tald® him derive

satisfaction from the work. Good job design helps employee to
derive recognition, a sense of achievement, groart,responsibility.

3.6  What Motivates Employees?

Evidences from different empirical studies pointlte fact that there is
no single motivator for everyone. It is equallydrthat no single force
motivates an individual every time. Needs diffeidahe importance
attached to needs by different people also differ.

M. Scott Myers raised three important questionsuabmotivation.
These three questions and the answers are as $ollow

(1) What motivates employee to work effectively?

A challenging job which allows a feeling of achiewent, responsibility,
growth, advancement, enjoyment of work itself aathed recognition.

(2) What satisfies Workers?

Most factors peripheral to the job — work ruleghting, coffee breaks,
titles, seniority rights, wages, fringe benefitsddhe like.

(3) When do workers become dissatisfied?

When opportunities for meaningful achievement dirsieated and they
become sensitised to their environment and bedimdofault.

The study corresponds to Herzberg's study. The arswo his first
guestion agree with Herzberg’'s motivators; while @inswer to his
second question corresponds with his observationdssatisfiers.
Although Herzberg's theory is widely discussedhdts been seriously
contested. For example, Herzberg listed money adisaatisfier,
evidence points to the fact that money can be re#ghmotivator or a
dissatisfier- depending on the individual's pregsimeed to accept a job
and work hard at it. As long as the need pergisig]l continue to be a
motivator of behaviour. If the individual works rdabut does not
receive what he considers as adequate remuneré&dronhe effort
expended, he could be dissatisfied.

It is evident that management can motivate peoplddsigning jobs so
as to satisfy motivational needs. It is clear @@y job that robs people
of their needs for achievement, recognition, acem and self-
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fulfillment will tend to dissatisfy. Money, for @xple, is not an end
itself. People need money to achieve independerecegnition from

the society, status or privileges bestowed on mebplsociety because
of their wealth. When a person has special needhtse, he works
hard to earn more money for the attendant blessotgor the money
itself.

3.7 Herzberg's Theory and Maslow’s Theory Compared

Herzberg's two-dimensional theory and Maslow’s &iehy of needs
have much in common. A comparison of the two tlesopoints out
that the high order needs of Maslow (affection,eest and self-
actualisation needs) correspond with Herzberg'sivaturs, while the
dissatisfiers (Hygiene factors) correspond with Mass basic needs.
A person who is in need of esteem will be motivatedachieve it-
which can be made possible by amassing wealth, gaiting
recognition; success breeds success and reinfarpesson’s esteem of
his capability to achieve greater success. Wherraon achieves, he
develops a sense of importance and power and gkdsliag of self-
actualisation as he perceives that he has fullrabof his destiny or
environment and has perhaps achieved all that tepigble of achieving
in life or a feeling of being “the greatest”.

It is through the linkage of performance and rewdwat an individual
achieves individual motivation. The identificatiohneed and reward is
a pre-condition for achieving sustained motivatanmd, consequently,
increased productivity. Figure 2.4 below shows tiegationship
between the two theories.

Maslow Needs Herzberg's Motivators
Self Actualisation - (| Achievement
Need 2 Work itself
£ /| Advancement
Ego (Esteem) IS Responsibility
Need = Recognition
Social > : :
Need o Relation with co-workers
S & Peers Supervisors
Safety S < Company Policy
Need c Working Conditions
3 Salary/Compensation
Physiological (| Personal Life
Need
Figure 2.4: Comparison of Maslow's Need Theory anderzberg's

Motivator/Hygiene Factors
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3.7.1 Path-Goal Theory

This theory states that an employee will behaweway that will lead to

the attainment of valued, desired goals which Heves, is attainable.

Need creates a tension which an employee trieedace by a goal
oriented behaviour. An employee in this circumstgaassumes three
major things, namely:

(1) goal availability- the employee believes that hizalgcan be
attained through the instrumentality of the orgatios.

(2) goal values- the reward offered by the enterpriseone the
employee desires or values.

(3) perceived effort- reward probability.

It is believed that equity will prevail in the orgaation. It is hoped that
the organisation will consistently reward the bebaw it values. As
pointed out, it is left for management to activatereate needs — real or
imaginary to induce the tension. A manager thantifies valued needs
and rewards effort will motivate employees.

3.8 Management by Objectives (MBO)

Employees are also motivated when management atesgtheir goals
into the organisational goal throutyBO. Management by objectives is
one of the latest methods advocated by Peter Dru(de al.) for
achieving organisational objectives. The basicceph is that top
executives and managers should all be involvecttarchining company
objectives and define major areas of responsibibtyd integrate into
them the goal of the employees.

Odiorne define$1BO as:

A process whereby superior and subordinate managers
an Organisation, jointly identify its common goalgfine
each individual’'s major areas of responsibilityténms of
the results expected of him and use these meaasres
guide for operating the unit and assessing theritomion

of each of its members.

Carroll seesMBO as a process by which managers and their
subordinates participate jointly in setting goalstivities, and target
dates as well as the evaluation of performance rataies to established
objectives.
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Management by objective is one of the most effectivays of
integrating activities and balancing organisationéjectives. Peter
Drucker asserts that company objectives shouldebénsall the major
areas listed below.

Productivity

Market share

Innovation

Physical and financial resources
Profitability

Performance and development
Public relations or responsibility, and
Worker’'s performance and attitude.

ONok~wNE

MBO converts company objectives into individual goalsd as a result,

it contributes to higher levels of job satisfactionBy integrating
employee goals to company goals, there is goalroemgy which will
help to elicit employee commitment, with resultaimcrease in
productivity. MBO is often called “management by results”. By this
method, both the manager and employees are ewvdlumteresults
achieved.

4.0 CONCLUSION
In this unit, it has been made clear to you thattivaton is a
management tool for getting jobs done for the att@nt of
organisational objective.

5.0 SUMMARY

In this unit, you have learnt the following:

. motivation (from the perspectives of Abraham Maslow
McClelland, Herzberg and McGregor)

. the various theories propounded by the above-mestigcholars

) MBO as a motivating factor.

6.0 TUTOR-MARKED ASSIGNMENT

=

What is motivation?
2. Distinguish between Maslow’s, McClelland’s, Herayer and
McGregor’s theories of motivation.
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1.0 INTRODUCTION

Since planning is “a systematic, economic and maliavay of making
decisions today that will affect tomorrow”, thenrdcasting becomes an
integral part of the planning process- especidhgtsgic planning which
is long-range in nature. Accordingly, it is ne@ysto make accurate
forecasts in the following areas.

(@) Economic developments-the economic conditions of the
country as well as those of the whole world willz@asignificant
effect on the operations of an organisation. Thi8 wclude
predictions relating to Gross National Product (GN&rrency
strength, industrial expansion, labour market, aindin rate,
interest rate, balance of payments, etc. Good@uantrends
assist the growth of a company. On the other Hanthstance,
the depression of 1929 — 1930 put many companig¢sobu
business. Knowledge of economic trends will ags@hagement
in making plans for its organisation.

(b) Technological forecasts- these forecasts predict the new
technological developments that may change theatipes of an
organisation. The advent of the transistor putwaeuum tube
totally out of business. The age of the electrocédculator
totally wiped out the market for slide rules. Aggeessive
organisation keeps up to date with new technoldgica
developments and readily adopts new methods to owepr
performance.
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(€)

(d)

(e)

Competition forecasts-it is equally necessary to predict as what
strategies your competitors will be employing tanganarket
share, perhaps at the cost of your market shanes i constantly
happening in the airline business. The competit@y be
working to employ a different marketing strategy &product or
bringing out a substitute for the product which dancheaper
and easily acceptable.

Social forecasts-these forecasts involve predicting changes in
consumer tastes, demands and attitudes. Conshangsalready
established a trend for convenience, comforts amdpfoducts
that are easy to use and easily manageable. 149h@’s, the
trend was to buy small economic cars. In the 198fbie trend
moved back to luxury and comfort. Partly, it magpdnd upon
the general economic trends and partly on the coasuastes.
Diesel cars were very popular in 1979 — 1980 ared thave
totally lost popularity by 1984 — 1985. Jackeghty popular in
the 1960's, is unheard of today.

Other forecasts-in addition to the above major aspects, there are
other critical areas with impacts on the plannimgcpss, where
forecasting is equally important. These areasual the
following.

New laws and regulations-organisations are on a constant
watch for any new laws passed relating to consypreection or
dumping of chemical wastes, and anti-trust lawsaAsxample,
laws about truth in advertising have had a majgraat on the
operations of many organisations which had to nmakensive
changes in their operational style.

Political events-in politically stable countries, there may not be
any dramatic political changes except that a dffierparty in
power may be more socialistic in nature, as in €gacurrently,
and may interfere in private business maters. tmenvolatile
political situations, organisations must be pregdoe the worst.
The cases oKennecotcopper andITT in Chile, during the
communist takeover are classical examples of beiagght
unaware.  Additionally, most countries have becose
interdependent that political events in one courdffect the
organisational events in others. The oil embangedme Middle
East countries in 1973 affected other countries.

Labour supply- the labour force is changing in its structure.

There is a demand for more and more skilled andepstonal
personnel. Unskilled and repetitive tasks are dé&wken over by

233



FMS 105 ELEMENTS OF MANAGEMENT |

computers and robotics. People are becoming mdueaged.
More women are in the workforce. Workers want migisure
time. All these developments affect labour supphyd may
increase competition.  Accordingly, organisationsusim be
adequately prepared to meet these challenges yf plen for
expansion or modernisation of their plants and aip@mal
activities.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

J define forecasting
. state why forecasting is necessary
. explain the various forecasting techniques.

3.0 MAIN CONTENT
3.1 Need for Forecasting

Forecasting, as defined by Webster's New Collegiditdionary “is a
prediction and its purpose is to calculate and iptesbme future event
or condition”. Forecasting implies the act of nmakia detailed analysis
of the future and this knowledge is an essentidlimmportant ingredient
of the planning process. Planning is impossibldait either predicting
the future or making intelligent assumptions ahautThis importance
has been emphasised by Henry Fayol (1949), whoradséhat “plans
are a synthesis of various forecasts: annual, teng; short-term, and
special”.

Forecasting may also be defined as a form of ioneaid and considered
judgements based on feelings and opinions knowfgaesssing” or it
could be based upon a rational study and analyfsigedinent data,
known as “scientific forecasting”. Forecasting eegs upon an analysis
of past events and current conditions with a viewdriawing inferences
and conclusions about future events. These viewgdorm the basis
for the following characteristics of forecasting.

1. It involves future events- the impact of these fatavents has to
be considered in the process of planning.

2. Scientific forecasts are inferences drawn from [@ast present
relevant events which mean all the factors thatecff
organisational functions. The assumption is mdus these
events are likely to occur in the future, if thenddions remain
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similar or the anticipated changes in the condg#ioare
incorporated in the analysis and conclusions.

3. The analysis of past and present events is congdlbgtscientific,
mathematical, and statistical techniques, rathan tbpinions,
because they are much reliable than simple judgemen

3.2 Essential Elements of the Forecasting Process

Whether forecasting is contemplated on a short-termong-range
basis, there are some common elements of the &inegaprocess- as
described by J.W. Redfield (1953). These arestedibelow.

1. Prepare the groundwork- groundwork preparation requires a
thorough study, investigation and analysis of tbengany, its
products, its market share, its organisationalcttne and the
industry. The investigation will involve the pasrformance of
all these factors, their growth over a period ofdiand the extent
of their interrelationships and interdependencehe &im is to
build a foundation on which future estimates camased.

2. Establishing future business-the future expectancy of the
business can be reasonably computed from past aatagll as
the input from the key executives of the organisgtisales
personnel and other specialists. This forecadeigloped with
the participation of the key personnel and is ddflg
communicated to all. Thus, all these people assasmonsibility
for meeting these forecasts and accountabilityafoy deviations
from this forecast.

3. Comparing actual with estimated results -growth and results
can be measured and compared, using forecast esgimid there
are significant variations between the two, one wayhe other,
the reasons for such deviations can be investigatddanalysed.

4. Refining forecasts -in the light of any deviations found, forecast
can be refined to be more realistic. If some comas have
changed during the periodic evaluation, then, tbe malues of
the variables can be incorporated in the estimafBsus, these
constant revisions and refinements and improvemaititeidd to
the experience and skill in forecasting, since ipr@ncy in
forecasting can only be gained through practiceexperience.

SELF-ASSESSMENT EXERCISE
Why is forecasting so important?
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3.3 The Importance of Forecasting

Forecasting plays a pivotal role in modern managémelt is an
important and necessary aid to planning; and pianis the backbone
of effective operations. Many organisations haaitetl because of lack
of forecasting or faulty forecasting. The more wately future
conditions can be predicted, the better are thespdad high probability
of success of these plans. This importance is ceingnsively stated by
Louis A. Allen (1964), as follows:

“A systematic attempt to probe the future by infee
from known facts helps integrate all managemermirpteg

so that unified overall plans can be developed witach
divisional and departmental plans can be meshed. |
enables a company to commit its resources withtgsea
assurance to profit over the long term. By helptog
identify future demand patterns, it facilitates elepment

of new products”.

Forecasting is widely used today, and some of thseasts, especially
short-term ones are fairly reliable. Some forecastng scientific
methods or instrumentation can be accurately madghort-range
weather forecasting, forecasting the path of métm@nd comets or
solar and lunar eclipses is usually accurate. Hheweaccuracy
becomes less dependable if we extend forecastitigefanto the future.

Forecasts about human behaviour or situationalgreare much more
difficult to assess and may result in faulty estesa How people will
respond to certain actions taken by an organisasiorery difficult to

predict. Perhaps, one of the classical examplewilire in correctly

forecasting economic trends and people’s attitgdie total failure of
Ford Motor Company’'s “Edsel” car, which was buiftes a thorough
investigation of all the factors that determineufet events. Bulova
Watch Company suffered huge losses when it faileda¢curately
forecast the full impact of digital watchedlBM’s correct forecast of the
impact of its third generation computer syste860 is a major

benchmark in the continuing success storiBod.

The uncertainty of future events overshadows thetfeat even the most
skilled forecasters using the most sophisticatemst@nd techniques
make major mistakes in making predictions. Anneséng example
would be the faulty predictions about the populaiof America for the
1970’s and the 1980’s, made in the 1950’s. Thaahgiopulation was
much less than anticipated. Some of the assungptipon which these
predictions were based did not include variabled ttecame apparent
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later on in time. These variables were legal abst social attitudes
towards birth control, and a decline on social guess to have children.

It will be interesting to look at some historicalécasting errors.

1. Daniel Webster (Senate speech, 1848), about anqguiie West,
“I have never heard of anything and | cannot coreeof
anything more ridiculous, more absurd and moreoating to all
sober judgement than the cry that we are profiting the
acquisition of New Mexico and California. | holdat they are
not worth a dollar”.

2. Henry Adams (1903) — on world collapse- “My figuresincide
in fixing 1950 as the year when the world must@srhash”.

3. Admiral William D. Leahy to President Truman (194&) the
atomic bomb- “That is the biggest foolish thing Wwave ever
done.... The bomb will never go off, and | speak m&®pert on
explosives”.

All these aspects show how important forecastingoisthe world,
sometimes when it is correct and acted upon ancesom®@s when it is
incorrect and not acted upon.

3.4 Forecasting Techniques

The future can never be known with certainty bugréhare some
techniques that have proved effective in reducihg tegree of
uncertainty. There are basically two broad categoof forecasting
techniques. These are:

1. gualitative techniques
2. guantitative techniques

1. Qualitative techniques- these techniques are primarily based
upon judgement and intuition and especially wheffigent
information and data is not available. Secondlyargitative
methods are based on the analysis of past datatarcends
which may or may not remain the same. Thirdlyytf@low a
certain pattern and do not provide for accommodatany
unexpected occurrences. On the other hand, oiadita
forecasting techniques emphasise human judgemeichwhay
identify unexpected future threats or opportuniti€&ome of the
widely used qualitative methods are listed belowg@bers et
al., 1971).
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Jury of executive opinion-this is the method by which
relevant opinions of experts are taken, combined an
averaged. For example, managers of various dnsstan

be asked about the profitability of introducing awn
product and a judgement made on the basis of their
opinions. These opinions can be taken on an iddali
basis or there could belaainstorminggroup session in
which all members participate in generating nevagdthat
can later be evaluated for their feasibility andfpability.

This method is fast, less expensive and does nuénie
upon any elaborate statistics and brings in spsetl
viewpoints. Its main disadvantage is that it isdzhon
subjective opinions which may be overly optimigfithe
business conditions are good and may be overly
pessimistic if economic conditions are not favolgab

Opinions of salespersons-this approach involves the
opinions of the sales force and these opinionpanearily
taken into consideration for forecasting futureesal Sales
people, being closer to consumers, can estimai@efut
sales in their own territories more accurately. s&&hon
these and the opinions of sales managers, a rddsona
trend of future sales can be calculated. Thesxésts are
good for short range planning since sales peopenat
sufficiently sophisticated to predict long termnis. This
method, known as the “grass roots” approach letsadf i
to easy breakdowns of product, territory, custonetc,
which  makes forecasting more elaborate and
comprehensive.

Consumer expectationsthis method involves a survey of
the customers as to their future needs. This ndetBo
especially useful where the industry serves a ddit
market. Based on the future needs of the custonaers
general overall forecast for the demand can be made
These surveys are less costly even though futuedsndo
not necessarily mean future commitments to buyesthe
needs may change depending upon circumstances.isThi
also known as the “survey method” or “marketingesgsh
method”. Here, information is obtained concerning
consumer buying preferences, advertising effecésen
and is especially useful where the target markemsll
such as buyers of industrial products, and where th
customers are cooperative.
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(@)

(b)

(d) The Delphi method- the Delphi method, originally
developed by Rand Corporation in 1969 to forecast
military events, has become a useful tool in othezas
also. It is basically a more formal version of they of
opinion method. A panel of experts is given aatitn
and asked to make initial predictions about it. Ba
basis of a prescribed questionnaire these expextsiap
written opinions. These responses are analysed and
summarised and submitted back to the panel fohdurt
considerations and evaluations. All these resmorse
anonymous, so that no member is influenced by @ther
opinions. This process is repeated until a consens
obtained. This method is very useful where eitherpast
patterns are not available or where the past dataot
indicative of future events. This technique ishiyguseful
in problems like future energy needs, possibleraftects
of a nuclear war or probable expected social chareje.

Quantitative techniques- these techniques use statistical
analysis and other mathematical models to prediciré events,
primarily based upon past activities. Some of tgpical
techniques employed are as follows.

Time series analysisthis analysis is based on the assumption
that past activities are good indication of futactivities. Here,
past trends are extended into the future, barrmgumforeseen
circumstances. This method is quite accurate wtierduture is
expected to be similar to the past. These teclesique fairly
sophisticated and require experts to use theseoaeth

Seasonal variation (S)- these are changes—up or down
movements in respect to secular trend, occurririgimvia period
of 12 months — and recurring annually, brought aligucertain
events. For example, sales of consumer items aser@rior to
Christmas due to gift-giving tradition. The satdsautomobiles

in America are much higher during the last 3 — sths of the
year due to the introduction of new models. Thasadmay be
measured monthly or quarterly.

Since these variations repeat during a period ombaths, they can be
predicted fairly accurately. Some factors thatseaseasonal variations
are listed below.

(i)

Season and climatechanges in climate and weather conditions
have a profound effect on sales. The sale of ullabrancreases
during raining season. During winter, there isr@ater demand
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for woolen clothes and hot drinks; while summerigates sales
increases in fans and air conditioners.

(i)  Customs and festivals-customs and traditions affect the pattern
of seasonal spending. Mother’'s day, Valentine idatmerica
see increase in gift sales preceding these day#ndla, festivals
like Baisakhiand Deewalimean a big demand for sweets. It is
customary all over the world to give presents tddcén when
they graduate.

An accurate assessment of seasonal behaviour midam business
planning and scheduling as in the area of prodagctioventory,
personnel, advertising, etc.

(c) Cyclical variations (C) - these are the changes that have taken

place as a result of economic booms or depressidi®se may
be up or down and are recurrent in nature overtduraf several
years. The cyclical movements vary in length —allguasting
from 2 to 10 years — and also differ in intensityamplitude and
each phase of movement changes gradually into tasepwhich
follows it. Some economists believe that the bessn cycle
completes four phases every 12 or 15 years. Timsephases
are: prosperity, recession, depression, and regovétowever,
there is no agreement on the nature or causeesé ttycles.

Even though, measurement and prediction of cycliealations is very
important for strategic planning, the reliability such measurements is
highly questionable for the following reasons.

0] These cycles do not occur in regular intervals. the past 25
years in America, it is estimated that the peakshi cyclical
activity of the overall economy occurred in Augusiio57, April
in 1960, December in 1969, November in 1973, amiidy in
1980 (Berenson and Levine, 1983). This shows ithey differ
widely in timing, intensity and pattern, making iable
evaluations of trends very difficult.

(i)  The cyclic variations are affected by manyagic, irregular and
random forces which cannot be isolated and idedtifeparately;
and their impact cannot be measured accurately too.

(d) Irregular movements (I) - these variations are accidental,
random, and due to chance, thus, wholly unpredetaldhese
variations are those that can be ascribed to gktneral, seasonal
variations or cyclical changes. The irregular atons may be
caused by such isolated incidents as floods, fasniseikes, or
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wars. Sudden changes in demand or a breakthrongh i
technological development may be included in thegsegory.
Accordingly, it is almost impossible to isolate amdasure the
value and impact of these erratic movements oncésténg

model or technique.

It is traditionally acknowledged that the valuetloé Time series
variable (Y) is a function of the impact of variabltrend (T),
seasonal variation (S), cyclical variation (C), amdegular
variation (I). These relationships may vary depegdupon
assumptions and purposes. The effects of thesectoaponents
might be additive, multiplicative or a combinatitimereof in a

number of ways. However, the traditional time egranalysis
model is characterised by multiplicative relatiopsiso that:

Y=TxSxCxlI

This model is appropriate for those situations wheercentage
changes best represent the movement in the senésthe

components are not viewed as absolute values buelasve

influences. Another approach to define the refeigp may be
additive, such as:

Y=T+S+C+|

This is useful when the variations in the time egrcan be
separated and traced to each of these four padsmeasuring
each part independently.

(b)

Causal models-these models are more complex in nature and
involve interrelationships of many variables tiemjdther in a
guantitative model. The sales, for example, aré oy a
function of time but also depend upon many otherabées like
changes in personal disposable income, credit avhil/, etc.
All these variables, in addition to past sales, Mduave some
causal effects on sales. Some of the more sopdiist causal
models are the econometric models which are bagsxh u
complex relationships of many variables that woaftect the
outcome in the future. These models are primanggd to
predict economic trends and are based on a mudtitdidactors,
probabilities and assumptions. Various relatediabées are
taken to develop various simultaneous equationschviare
solved for different values of variables. This heigue is,
particularly, used in projecting Gross National dtrct (GNP),
and other complicated economic trends.
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Duncan (1975) has indicated that econometric maalelsised in
predicting the student enrolment at universitieBhe variables
that affect the size of student enrolment are datexd; these
variables may include state and city populatiorerage family
size, average family income, population movemasrids and the
current enrolment size. Econometric models wid past data to
show the degree of relationship among these vasablThe
values of these variables and their relationshijtisbe projected
into the future to determine the student enrolnienthe new few
years.

According to Chakravarti (1968), the quantitative techniques of
forecasting have the following limitations.

(@) The conclusions derived from quantitative medate only as
good as the assumptions and judgements made abeut t
variables that are put into the model. Faulty agsions will
yield inaccurate results.

(b) It is very unlikely that the set of causes thaisted in the past
will continue to persist in the future. The cutr@and continuing
dynamic and volatile social and technological emvinent makes
the assumption of consistency even more invalididi#onally,
the causes may simply be an association of fadtgerahan
provable reasons.

No matter what model or method is used, forecadiagjcally rests on
human judgement. So, forecasts should not be deresi as scientific
instruments for being accurate and reliable. Fasecshould serve as
guidelines and not as indicators of certainty. mjehlbers (1969) has
summarised his assessment of forecasting thus:

“A successful forecast is something of a miracld afien
occurs for the wrong reasons. However, it shooldead
to the assumption that nothing has been acconaglish
There are some good “rule of thumb” forecasts. a# pf
the problem is that too much is expected from faséng.
People want more precise answers than are possihale
environment characteri-sed by uncertainty”.

While forecasting is as much an art as sciencegsstaps can be taken
to improve the quality of forecasts. The assummgiaipon which the
model is based, must be objective and realistiorer@ptimism and
over-pessimism could distort the validity of asstions. The collection
of relevant information and facts is equally impoitt Lack of adequate
information is as undesirable as redundant infaomat Forecasting
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requires high degree of skill and hence the prooasst be undertaken
by specialists.  However, there should be total aswmplete
communication between the preparer of the foremadtthe user of the
forecast. All assumptions and elements should beptetely
understood by both. Finally, the forecasting tégh@ must fit the task.
The technique should not be complicated if theasitn demands a
simpler assessment.

4.0 CONCLUSION

In this unit, you have been exposed to forecasdimg) its importance to
management functions. You have also been takeunghrthe essential
elements of the forecasting process and forecasénfniques. It is
believed that you will do well to research into mditeratures on this
topic for better understanding and comprehension.

5.0 SUMMARY
In this unit, you have learnt about forecasting trelessential elements
of the forecasting process. The importance ofcdaséng has been

highlighted to you; while the techniques used irefasting have also
been discussed in detail.

6.0 TUTOR-MARKED ASSIGNMENT
Explain in detail the time series analysis- as i@dpko forecasting.

What are the specific situations in which the tisegies analysis can be
effectively applied?
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1.0 INTRODUCTION

In this unit, you will be introduced to delegatiohresponsibilities and
decentralisation of authority. You will learn albale key principles of
delegation, why executives find it difficult to dglate; and overcoming
barriers to delegation. You will also learn aboagk specialisation,
span of control, factors that affect span of manage as well as
Graicunas theory.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

o define delegation and decentralisation
. discuss the key principles of delegation
o explain the reasons why people fail to delegate hod to

combat the barriers to delegation

. highlight the factors that affect span of managemen

. describe  Graicunas empirical research findings
decentralisation.
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3.0 MAIN CONTENT
3.1 Delegation

Delegation is the organisational process that permfie transfer of
authority from a superior to a subordinate. Deliegaof authority
empowers a subordinate to make commitments, useineaess and take
action in relation to duties assigned to him. Ngamisation can function
effectively without delegation. The division of arganisation into units
(departmentalisation) involves delegation. Delegatoriginates from
the fact that one person alone cannot successilifigharge all the
responsibilities in an organisation. In essencéegdgion of authority
means that “a subordinate has the power to makisidies and to act
within explicit limits without checking with supenis”.

Delegated authority enables the superior to shesponsibility with his
subordinate. When one delegates, three major faaterimplicit:

(@) there is assignment of responsibility.
(b)  there is a delegation of authority.
(c) there is a creation of accountability.

Delegation involves accountability. Accountabiliyeans answering for
the use of your formal authority by someone elsgle@ation of formal

authority to another person does not relieve on¢hefnecessities of
accounting for it. A subordinate must account fog tise of delegated
authority because an obligation is created. A dlibate is held

responsible for assigned tasks and he is accoentabkthe satisfactory
completion of the duty.

3.1.1 Key Principles of Delegation
a. Parity of authority and responsibility

One of the problems often associated with delegatétority is that
‘people like to delegate responsibility but nothawity. One of the major
principles of delegation states that for effectielegation, authority
granted to a subordinate must be equal to the nsgpbty assigned to
him.

It is to be expected that when responsibility igegito a subordinate, he
Is to have commensurate authority to dischargd-ailure to equate
responsibility with authority leads to inefficiencyln Nigeria,
subordinates often complain of having no approeriatithority to
discharge assigned duties. Lack of authority demines subordinate
position-based influence to gain the necessarypewation from others.

246



FMS 105 MODULE 3

In some instances, the subordinate does not uadershe limit of his

authority. A production manager cannot force arotdis equipment to
be as effective as a new machine, and a sales ercagnot force

customers to buy. These are limitations imposedciopgumstances.

Parity of authority and responsibility is not, hox@e, a panacea for the
achievement of assigned duties.

b. Absoluteness of accountability

This principle states that "although responsibititpay be assigned and
authority may be delegated to subordinates accbilityato one's
superior can neither be assigned nor delegatediieribne delegates
one's assigned responsibility to someone else, isnestill fully
accountable to one's superior for its executionheWwthe managing
director delegates to the production manager, fostance, the
production manager delegates to his plant supervilsthe production
guota is not met, the managing director's accotlitaln his superior
cannot be delegated or assigned. It is as a re$ulhis that if the
organisation is not being productive, the managlimgctor is replaced
while the lower executives keep their position. sTprinciple prevents
the executive from "passing the buck." In ordedétegate properly, one
has to retain a reservoir of authority to ensued the task is properly
carried out. Accountability to one's superior issa@bte and not
transferable.

C. Principles of unity of command

This principle states that "a subordinate shouldabeountable to one
superior at a time”. It is important for the suthoate to report to only
one superior in order to maintain the chain of cand The essence of
unity of command is to avoid conflicting instructim It is essential in
all organisations for an employee to receive detmfjauthority from
one boss and is accountable to the same bossefasiigned task.

The principle of unity of command is sometimes aiel where
functional authority exists. The subordinate reesiinstruction from his
line superior and also from his staff executive.isThould happen
without any major consequence if the authorityra staff executive is
clearly defined. The principle could is also belaied each time one
bye-passes a level of intermediate supervision.afaging director who
for instance, usually ignores the sales managespedks directly to the
salesmen is violating the unity of command prineipl
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3.1.2 Failure to Delegate

Despite the fact that delegation is a very impdrtarganisational
process, some executives find it difficult to delesg Some of the major
reasons are summarised below.

(1) Some executives get trapped in the "I can do itebenyself
fallacy”.

(2) Lack of ability to direct or encourage co-operatiamong
subordinates.

(3) Fear that delegation diminishes managerial authorit

(4) Absence of selective controls to warn of impendiificulties.

(5) Lack of confidence in subordinates.

(6) A temperamental aversion to taking a chance.

A supervisor who refuses to delegate frustratesstimrdinates as he
denies them the intrinsic and extrinsic satisfactiderived from
accomplishing a task. Delegation helps in trairengployees to assume
responsibility and learn to be accountable forgassi tasks. Failure to
delegate makes the executive indispensable in ganmation and
should he resign, die or is dismissed, a vacuugraated. Delegation
does not relieve managers of their original resjoditg. They could
withdraw delegated authority at any time.

3.1.3 Effective Delegation

Effective delegation helps managers to spend less bn specific
technical activities or routine decision-making acohcentrate their
efforts on other strategic management problemss lEhsummarised in
Figure 4.1 below.

Technical Duties or (Routine
decision-making)

Performance of strategic
management functions.

Low » Degree of Delegation » High

Figure 4.1: Delegating Characteristics

248



FMS 105 MODULE 3

To accomplish effective delegation, it is import#mat the subordinate
should understand the purpose of delegated funetmhthe objectives
to be achieved. The determination of objectiveps#the subordinate to
relate the assigned task to the accomplishmerefterall company
objectives and his own personal interest. Thidse m keeping with the
principle of objectives which states that "befangiating any course of
action, the objectives in view must be clearly deieed, understood,
and stated".

Furthermore, the duties assigned must be commerswith authority
delegated. An employee who is assigned plenty ekstabut little
authority gets easily frustrated especially asdeks and fails to obtain
the willing co-operation of his peers or even sdbmates. It is important
that management assigns the whole task not theneoat portions of it
since this can create conflict. The ideal managevne who does not
only delegate authority and assign responsibilityy ddlso wishes to add
to them always. Many managers, especially in sorgidnisations and
sole proprietorships in Nigeria, assign only roator details of a job
and retain the main decision-making aspect of ftisTis one of the
major reasons why indigenous entrepreneurs firdifficult to recruit
university graduates.

The employees to whom responsibility is to be assigand authority
delegated must be judiciously selected. Not eeenployee is expected
to have the mental preparedness and competence assigned a task
and held accountable. Employees who lack skillowedge,
experience or are poorly motivated should not bected until they are
ready. As a guide, employees' who exhibit the fwilhg traits should
not be chosen until they are ready:

(1) employeesvho cannotacceptriticiFMS for ther mistakes
(2) employees who lack self confidence.

(3) employees who lack initiative or take undue pleasur being
told than finding solutions to their problems.

(4) employees who cannot easily be motivated by thalumampany
incentives.

(5) employees who like to follow rather than lead.
Also, the supervisor must have built-in checks isuge that delegated
tasks are being carried out. As pointed out, dééeaesponsibility is

shared. A manager does not abdicate his respatsibdnd
accountability by delegation. The best managemnis who knows how
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much responsibility to delegate and how to be intimd at all times.

Constant feedback is necessary in order to avestiyconistakes of

subordinates. It has to be re-emphasised her@dhegation of authority
does not relieve managers of their original resyariges, nor does it

reduce their overall authority in the organisatidime essence of all
delegated function is to share the task in orderctoeve greater overall
efficiency.

3.1.4 Combating Barriers to Delegation

To overcome the barriers to delegation, the folimyvguidelines are
suggested.

1. Realise that subordinates have much to contribmtdetision-
making in their areas of specialisation.

2. Learn to plan ahead so that delegation can takee pteefore,
rather than, after the act.

3. Build confidence in employees through training,oggution, and
counseling.

4. Develop control systems that will point out impergiproblems.

5. Be willing to take a chance on subordinates.

6. Force subordinates to make decisions while givingnt help

when needed.

7. Do not be overly critical when subordinates makstakes.

8. Let subordinates know what is to be done and theltethat are
expected.

9. Supply subordinates with adequate resources tdll fukfeir

responsibilities.

10. Provide adequate incentives so that employees dhagwto
accept increased delegation.

11. Develop an organisation structure that provides personal

growth and challenge, thereby helping subordinage®me more
self reliant.
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3.2 Decentralisation

An organisation is said to be decentralised if artr to make decisions
is delegated to managers at the lower ladders @f cilganisational

hierarchy. What really constitutes decentralisaisorelative. In contrast
to a centralised organisation; top managementheefully centralised

or fully decentralised. Certain decisions are oftentralised and others
are decentralised. As a general rule, factors @agtihe size of the
organisation, the degree of interaction between bees) management
philosophy and the personality of the members deter the degree of
decentralisation.

Decentralisation is encouraged in all modern ogmtions because it
promotes initiative and flexibility and helps inethdevelopment of
subordinates by helping them to participate in slearmaking.

Centralisation, on the other hand, promotes dweeli control,

coordination, specialisation, standardisation, eaaes of scale and the
use of various cost saving devices.

It is impossible to look at an organisation chartl @etermine whether
an organisationis centralisedor decentralisedlt is the practice that
determinesthat One of the major critici FMS often broughtagainstthe
Nigerian civil serviceis thatit is over centrali®d thusdenying middle
managemenof initiative andindependenthought It is not unusualfor
letters originating evenfrom key personnelin the organisationto start
with "I amdirected; thecivil servicedevelops'administrators instead
of managersLarge businessenterpriseshavea greder tendencyto be
decentralisedhan small enterprisesCompanieswith different product
lines and services decentralisetheir operationsto encourage profit
centers— a practicewhich is often referredto asprofit decentralisation
A companylike the UAC- with very manydivisions andsubsidiariess
an example of a company with decentralisedproduct division — with
eachmanageresponsibldor profitsin his own division.

Decentralisation of operations to small units ftatiés decision-making
and brings the decision-making authority very clagethe point of

operation. In a sales operation, credits of it veFgsonable sum of
money could be approved on the spot without refgrrio the

headquarters. It gives the divisional managersofi@rtunity to tailor

their decisions to suit the local environment inchithey serve.

As a general rule, decisions that affect only ogeadtment such as sales
can be decentralised as it involves the custorhersalesman and the
area manager. Decisions that will affect more tlome department
located in different geographical areas are bestraigsed for easier
coordination. A decision involving promising deliyedates to key
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customers on contractual obligation would involv@duction, sales,
supplies and finance departments and is best hduadlthe top level to
avoid costly mistakes that may involve millions mdira and loss of
goodwill.

There is no single criterion to use in deciding thiee to be fully
centralised or completely decentralised. Each sitnas to be evaluated
on its own merit. As a guide, research findingsvshhat the following
factors must be considered before decentralis&iandertaken.

(1) Where there is a need for speed and flexybilit decision-
making, decentralisation is necessary.

(2)  When divisional or area managers requiredtite or creativity
in order to achieve profit quotas, decentralisaisonecessary.

(3) In companies with differentiated product linethat are
independent of one another and are capable of begopnofit
centers, decentralisation could be instituted.

(4) Where there is ample supply of capable mamsageith
knowledge, experience and dedication, decentradisatis
recommended to motivate them. Middle managers legemost
frustrated in centralised organisations as achievems not
easily recognised and there is the paucity of dppdy for
advancement or even of intrinsic or extrinsic resvar

(5) Research shows that the size of business isagam, products,
location of customers and the size of the markee lmdefinite
relationship to the degree of decentralisation.

(6) Where there is a desire to improve the comugatiun channel in
an organisation there is a reason for greater dedisation.

A study of top and middle management executivegalksvthat of the

205 executives who responded, 65% believe thatriig@rganisations
are too centralised. The situation is worse indilg service where 85%
of the respondents believe that the organisatidodscentralised. What
appears very disturbing is the pessimism exprebgedl to the effect

that this situation is bound to continue. In therenadvanced, countries,
the advent of computerisation which has made plessitore refined

management information systems, is leading to gree¢ntralisation

and making many middle management positions incrglysobsolete.

For the less advanced countries where centralisaibeing justified on
the grounds that there is a paucity of qualifiednaggement to make
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decisions, there is need for decentralisation. Hpisears to be one of
the most expeditious ways of enhancing the decisiaking skills of
managers — thus giving them the opportunity to ne&mom their
mistakes. Experience has shown that the cost of geoisions in a
decentralised organisation is less 'than the cbdtustration arising
from referring all decisions to the company headgua (in a
centralised situation).

3.2.1 Specialisation of Task

One of the major factors that promote decentratipatis task
specialization. Each department deals with a ddfirgroup of
organisational activity. It is believed that theesjalisation of activities
will lead to increased production. This, in turnillvgive rise to the
design of specialised equipment, labour and faslitit has even been
carried further to include specialisation in otherels of an industrial
economy such as geographical specialisation, disatian by process
and work specialisation.

It has many salutary effects in our economic lifaick include the
following.

(@) It makes training of employees easy as it takes ti@se to train
an employee on a specific task.

(b) It is easier to replace an employee who must ledwe
organisation or be transferred since the-employeecides a
small task requiring a small skill.

(c) Since the task discharged by an employee is srhall total
compensation is relatively small too.

(d) Due to the skill, and the limited time for trainingo, single
employee is considered indispensable in the orghors

(e) Specialisation promotes delegation and superviswith
predictable results.

() Specialisation permits the use of special equipraadtmachines
which help to reduce duplication to a minimum.

3.2.2 Span of Control

Span of control deals with the number of subor@isdhat an executive
can manage effectively. There is a positive reteiop between span of
control and delegation. A broad span of controkcésr manager's to
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allow their subordinates to enjoy the full benefak the delegated
responsibility. There is also a close relationdbgween the number of
employees answerable to an executive and the nuaib@anagement
levels. It is as a result of this that Graicunadiebes that all
organisational structures improve management siguew efficiency
because they entail a narrow span. Narrow span afagement has
been advocated by most of the classical managewrgets. Fayol, in
support of narrow span of management states that:

whatever his rank, a man has only to command a very
small number of direct subordinates, usually-ldemt6,
except that a foreman, who is dealing with quignaple
operation, is in direct command of 20 or 30 men.

In support of this statement, L. Urwick states that

no superior can supervise directly the work of mibren
five, or at the most, six subordinates whose work
interlocks.

Despite all these, it appears that the number oplpea person can
effectively manage cannot be determined by an rastltal precision.
It requires common sense approach that takes mangbles into
consideration.

3.2.3 Factors that Affect Span of Management

There are many factors that determine the spanasfagement. These
factors are discussed below.

(1) Ability of the supervisor- individuals differ in their ability to
execute tasks successfully. Some supervisors goablea of
controlling more subordinates than others evenhdirt work
“interlocks". Generally, in designing the organisat it is the
ability of the average supervisor that will be useddetermine
the span of control.

(2) Ability of the employees employees with adequate skill,
experience and training require little or no sumown in the
discharge of their regular functions. A supervigorcharge of
these professionals can supervise a large numlznplioyees.

(3) Type of work- the type of work employees are doing will
influence the span of control. For employees wakin an
assembly line, there will be limited supervisionmgared to
\when they are working individually in a serviceemted task.
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Geographical location it is easier to supervise people working

together than people scattered all over a largegrggdbical
region. A sales executive can supervise more salesafl in
Lagos than if the same number of Salesmen is Idcatethe
nineteen states of Nigeria.

(5)

Congruency of goals employees who believe in

the

organisation and see it as the ladder through whhey will
attain their goals, are self motivated to work withsupervision.
It is different from a group of dissatisfied empd@g who will

work hard only in the presence of the supervisor.

(6)

Importance of the work- certain job requires closer supervision

than others. A man supervising people working ie field of
agriculture picking tomatoes, onions or cotton widit need to
give them as close supervision as a man superveimgioyees
producing high precision equipment. In the lattase; quality
control is important; while in the former, it is lgngeneral
supervision that is required.

3.3 Graicunas’ Theory

Graicunas used a mathematical equation to arrivieeatonclusion that
only a narrow span of management will make forcedfit management.
He postulates that as a supervisor deals with gitaies, not only will

the number of direct relationships increase, baa #he number of group
relationships and cross relationships will rise.

Table 4.1 below shows Graicunas’ direct cross aodrelationships.
Many research findings have shown that Graicunaswvang.

Table4.1  Graicunas’ Direct, Cross and Group Relationships

No. of | No. of Direct| No. of Cross| No. of Direct| No. of Total

Subordinates| Simple Relationship | Group Relationship
Relationships Relationship

1 1 0 0 1

2 2 2 2 6

3 3 6 9 18

4 4 12 28 44

5 5 20 75 100

6 6 30 186 222

7 7 42 441 490

8 8 56 1016 1080
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3.4 Empirical Research Findings

Empirical research findings show that, to limit ggan of management
to five or six, is rather too restrictive. Instesgbearch findings have
revealed the following.

(1) Span of control of executive and supervisors vamuéth the
nature of the production process.

(2) Mass-production companies have a higher span ofageanent
than process firms.

(83) Successful firms have spans at or near the mediile less
successful firms had spans which were either taodotoo high
for their production system.

(4) Spans of 10 to 11 are indicative of low structggans of 3 are
indicative of high structure.

(5) Spans tend to increase with increasing task céytain

(6) There is a positive correlation between span ortrobrand
geographical separation of subordinates.

(7) There is a positive correlation between span ared ube of
personal assistants by supervisors.

(8) Similarity of functions supervised influences subpates
experience on the job.

In summary, because of the preponderance of ewvedgom empirical
research on this subject, it is now believed tipainsof control depends
on the complexity of the task; ability of the supsor, proximity of the
tasks, variety of the jobs, quality of personnedl &dme use of personal
assistants. All repetitive jobs require large spafismanagement;
whereas the reverse is the case for highly techwaokk.

4.0 CONCLUSION

You have learned about delegation and decentnalsah this unit;
these are necessary for efficiency in management.
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5.0 SUMMARY

In this unit, you have learnt about the following:

. delegation and decentralisation- as tools for managcontrol
and increased productivity

) reasons why executives do not delegate and howexome the
barrier to effective delegation

o factors that affect span of management and spaartfol

. Graicunas theory and his empirical research firglingn

decentralisation.

6.0 TUTOR-MARKED ASSIGNMENT

1. What is delegation? Why is delegation not effectivemany
Nigerian organisations?

2. Discuss the three key principles of delegation. e Ahese
applicable in Nigerian organisations? Why?
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1.0 INTRODUCTION

The pervasive influence of large business organissitin the society
makes the issue of social responsibility very intgiaotr to management.
No social institution will endure that fails to dabute to the needs of
the society. The privilege given to organisatiamgperate in the society
stems from the fact that society believes thatethier mutual inter-
dependence existing between the two. In this updu will be
introduced to social responsibility as it affectssimess operation in
Nigeria.

2.0 OBJECTIVES
At the end of this unit, you should be able to:

define social responsibility

discuss the areas of social responsibility

give reasons why social responsibility is beingleetgd

explain the role of Nigerian entrepreneurs in da@sponsibility.

3.0 MAIN CONTENT
3.1 Definition of Social Responsibility
Social responsibility is seen as:
the intelligent and objective concern for the wedfaf

society which restrains individual and corporatehbeior
from ultimately destructive activities, no mattepwh
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immediately profitable and which leads in the dii@c of
positive contributions to human betterment.

At present, many Nigerian businessmen's attitudmtmal responsibility
is (like that of the 17th century America and Ewppharacterised by
rugged individualism — “I'm my own boss, and I'lenage my business
as | please". They believe in the doctrine of lkuskaire- “that
government is best which governs the least".

An organisation is made up of people; and a typeeacutive is a
member of the society. In his dual role as the ovafi@n enterprise and
a member of the larger society which he is a pgrivbatever type of
society he helps to create, he will participatdrnthe United States, the
attack on all facets of “the establishment”, in tharly seventies-
inevitably, included business and gave added ingpftuexecutives to
think through the social role of the enterpriseytimect.

Today, American business leaders believe that f@ass must learn to
look upon its social responsibilities as insepaaibbm its economic
function. If it fails to do so, it leaves a voidatrwill quickly be filled by

others -usually by the government. If businesssf&l recognise this
social responsibility, the government must steptanregulate them.
What affects the society as a whole affects busmes. Like everyone
else in the society, they will breathe foul airinérpolluted water, be
part of the crowded city, use unsafe products, bsleoh by false

advertising and could be denied of some of theasdmnefits of their
political party, ethnic group or religious beliefs.

Those organisations that believe that governmentt,basiness, is the
institution best suited for solving social problearg living in the past.
It is true that businesses must be concerned twitin primary objectives
— profit maximisation; but the same society expeamtganisations to
make a positive social impact on the society onciwhis economic
well-being depends.

3.2 Areas of Social Responsibility

Business social responsibility exists in all theeeprises with their
customers, owners, employees, suppliers, creditonghagement,
government and the society as a whole. Thus, ansop who shares
the environment with the enterprise has a relakignaith it.

In the following areas, business owes most ofatsad responsibility to
the society:

1. pollution problems — water, air and solid wastadland noise.
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2. poverty and discrimination — ethnic discriminatiand parochial
interest.

3. consumerism — product safety, misleading advegjstonsumer
complaints, smuggling.

In Nigeria, for instance, one of the major socialigjems is smuggling.
Many businessmen are directly involved in smugglgupds into the
country or buying smuggled goods. Contraband gdlogs freely into
Nigerian markets but become articles of ostentatiorexclusiveness.
The textile industry, shoe industry and distilliagd pharmaceutical
industries have protested to the government abdmutetils smuggled
goods bring to their organisations. Instancestenchment abound- as
some of the younger industries find it difficult tompete effectively
with the cheap goods from Europe, Asia and America.

Nigerian businessmen have also been relativelyngigee or have

overtly isolated themselves from the problems pactwb areas in which
they live and amass their wealth. Oil companiegaip®y in the Niger-

Delta area are known to have polluted farmlandsfestdponds with oll

spills and made no serious effort to pay adequaiepensation to the
affected poor citizens.

In the U.S.A. and Britain, businessmen, scholaespfe of the media
have made numerous speeches, reports, conferenctetheo very
important issue of social responsibility. Epstegparted that some large
U.S.A. corporations have started to include "Sodadits", "Social
Action Reports", or "Social Balance Sheets" in thannual reports.
These include company performances with regardréssing, societal
social issues about racial or ethnic minorities,m&a, the physical
environment, underdeveloped nations, consumers)ogegs and the
general community.

Due to the sensitivity to this problem, big corgomas have established
departments such as Public Affairs and EnvironmeRé&ations under
the leadership of a top executive who appraisesndneaging director of
what society expects from business and ensures ftiwy are

implemented. Schools of Business Administrationthe U.S., have
established courses earmarked to bring about tleesess of social
responsibility to future managers. Courses such"lasiness and
society”, “social-responsibility of modern orgartisas" are required
courses.

As Epstein, succinctly, points out, business emiggp give adequate
attention to the issue of social responsibility daese they want to
achieve social harmony between themselves andehgironment; and
the companies see the expenses associated witl segponsibility as
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tax or license fee they pay to society so thatdtter can allow them to
carry out their everyday economic functions. Tisighe way Nigerian
businessmen should see their social functions.

3.3 Neglect of Social Responsibility

Many factors account for the apparent neglect cfasaesponsibilities
by Nigerian organisations. Some of the major reasmclude the
following.

(1)

2)

3

(4)

®)

(6)

The relative small size of Nigerian businessegrises- many
Nigerian enterprises are very small in size andr theancial
strength precludes the consideration of socialamrsipility as a
task that must be seriously considered.

Many of the large enterprises are owned bgifpr firms whose
main pre-occupation is profit maximisation. Somehase firms

see social responsibility as a patriotic gesturst badertaken by
indigenous businessmen to help their country.

Some of the foreign entrepreneurs come froomttees where the
consciousness for social responsibility is at hestits basic

infancy. This is the case in Britain, a countryttNageria has had
a good relationship with-over the years.

Nigeria has, over the years, placed much me#aon publicly
owned enterprises. The major organisations in ¢bisntry are
either owned by the government or foreign companidse

government owns major transportation network -gail, and port
facilities, broadcasting, (radio and televisiongalth and postal
services, production and distribution of coal afetticity, even
the construction of iron and steel industry, oilliehg, refining

and distribution. Since these large enterpriseorgelto the
society, it is assumed that they are socially resjide since
profit is not their pre-occupation; instead theygage in social
welfare redistribution.

Lack of professionalism in management stylexnyn Nigerian

managers do not perceive social responsibilityres af the key
functions of management. Their training and expegehave not
exposed them to be conscious of this issue. To mairs/novel,

or at best, an informal and intuitive managerialction.

The society expects little in the way of sbcesponsibility from
businessmen. The laws on environmental protection reot
seriously enforced. At best, the only effective |tdbat the
government uses to obtain compliance is persuaSibare are
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scarcely any groups of individual bodies that ateutmising
corporate social responsibility. There is no wedtablished
department of public affairs, or of social welfameany Nigerian
business organisation.

In the U.S.A. for example, many oil corporationsyédeen taken to
court by either the government or concerned ciizen the violation of
Environmental Protection Act. Chevron Oil Compangswsued by a
group of Louisiana shrimp and oyster fishermen damaging their
means of livelihood. This was because the compaig/in the Gulf of
Mexico caught fire and caused oil to spill into theter, causing a
disturbance to the fishermen.

Nigeria has no powerful agency like the U.S. Envinental Protection
Agency (E.P.A.), which is an independent regulatagency charged
with the responsibility of striking a balance beémethe protection of
the natural environment and securing for the aisz¢he benefits of
economic and technological progress.

For our society to survive, not lip service- buagircal importance must
be attached to business social responsibility. &mléghe same
importance that is attached to profit by organsaiis attached to social
responsibility, the society will decay. Emphasisorgthe importance of
social responsibility, Uzoaga has observed that:

The needs of society, if unattended turn into docia
diseases. And no institution whether business or
university, or government agency is likely to tkriin a
deceased society. Business executives can no longer
ignore with impunity the sufferings of human sogiefith

the slogan that the business of business is peofd
nothing else.

Entrepreneurs and shareholders in corporations rehbeiv special
concern for social responsibility by supporting iabcneeds with
company revenue. Only then will the social polic@sorganisations
move from mere platitudes and achieve credibilitie expect Nigerian
enterprises to have charitable and cultural progras) be involved in
youth projects, make liberal donations to educatiamstitutions and be
keenly interested in the present needs of the idwdals who participate
directly or indirectly in their organisations.

Businesses can show greater concern for employeebnbinating their

dissatisfaction resulting from co-workers, supeskgs the work itself
and the unique environmental factors of the orgdius.
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3.4 Social Responsibility and the Nigerian Entrepreneur

In the study conducted which involved 205 Nigeridsiness
organisations, employing more than 50 employee$,eaavas found
that 57.4% of the respondents were fully awarehef teed for social
responsibility of businesses. The frequently nwwd social
responsibility included:

(1) avoiding smuggling

(2) fair advertising

(3) price control

(4) environmental sanitation, and
(5) product safety.

A majority of Nigerian business organisations (8b)6believe that
business enterprises have not shown sufficientrastein social
responsibility. It is interesting to note that 4&.%believe that social
responsibility should be undertaken by large andccessful
organisations. Many believe that the lack of acinxelvement in social
welfare has been due to:

(1) the dishonesty of businessmen

(2) ignorance of the role they should play in the aodasocial
responsibility

(3) the limited educational background of many entrepues, and

(4) lack of initiative on the part of government.

Nigerian managers believe that the government shgat businesses
involved in its social programmes and put in platé penalties for

non-compliance. It is believed that the only wayréduce smuggling,
air and water pollution, and a total disregard émnsumers is by
creating an independent, effective regulatory agenc

The areas in which business organisations shoalg glprominent role
in Nigeria are limitless. In Nigeria, where resmes are very much
limited, organisations should be involved in th&tisg and attainment
of national priorities. It is a waste for governthand businesses to pull
in opposite directions. Government should, witle ttooperation of
organisations, set priorities. Businesses, themldhuse their resources
to ensure that the objectives are realised. InGneen Revolution
programme, professional farmers should work vesaly with the
government in helping to identify the major probtemhibiting large
scale production and distribution of farm products.

Banking institutions ought to assist the governmanidentifying and
making credit facilities available to qualified faers and offering them
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expert advice. Organisations that import or mactuf@ farm
equipment should make them available to cooperafareners at
reasonable prices or lease them to farmers atmebkoconditions. The
situation is different where the government advesdkreen Revolution
and the businessman who supplies farm equipmentgesg in
exploitation of farmers or short-run opportunitiebaracteristic of
Nigerian avaricious business tycoons.

It is part of corporate social responsibility féretorganisation to help
employees achieve their personal needs. Employmgportunity is

created by organisations. Enterprises that sidetyt off employees at a
time the government is fighting to reduce unemplegtnare working

against national interests. Nigerian managers shioelp in formulating

and articulating ethical norms as part of their@aesponsibility.

4.0 CONCLUSION
This unit has examined the role of Nigerian buseer entrepreneurs
in social responsibility. You would have noticed atth social

responsibility should be an integral part of theempions of any
organisation.

5.0 SUMMARY

In this unit, you have learnt the definition of sdaesponsibility, the

areas of social responsibility, reasons why socedponsibility is

neglected by businesses and finally, the role geNan entrepreneurs in
implementing social responsibility.

6.0 TUTOR-MARKED ASSIGNMENT

In your own understanding, how would you define angblain the
concept of social responsibility?
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