CHAPTER 1 : Managers and Managing
Managing the Business Enterprise
1. Idea of the management process:

· Management is the process of Planning, Organizing, Leading and Controlling an enterprise’s Financial, Physical, Human and Information Resources to achieve the organization’s Goals of supplying various Products and Services.

· Management Efficiency means achieving the greatest level of output with a given amount of input (doing things right);
· Management Effectiveness means achieving the organizational goals that have been set (doing the right things);
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High-performing organizations are efficient and effective.



Efficiency, Effectiveness, and Performance in Organizations 

2.  The functions that are necessary in the management process:

· All managers plan, organize, direct and control day-to-day operations;

· PODC are interrelated;

PLANING: is the process of determining the firm’s goal and developing a strategy for achieving them.

5 basics steps :

· STEP 1: GOALS are established for the organization.

· STEP 2: Managers identify whether a GAP exists between the company’s desire and actual position.

· STEP 3: Managers develope PLANS to achieve the desire goal. 

_Goal = result desired

_Plan = how these goals are to be achieved.

· STEP 4 : Thinking is converted into ACTION. Therefore, the plans that have been decides upon are IMPLEMENTED.
· STEP 5: The EFFECTIVENESS of the plan is assessed.

_Actual results are compared with planned performance.

_Plans may then have to be modified and a different goal may have to be set.

· Planning (A Hierarchy of Plans):

· Strategic plans: Set by top management

_Reflect decisions about resource allocations, company priorities, and the steps needed to meet strategic goals.

· Tactical plans: Set by middle management

_Shorter-range plans concerned with implementing specific aspects of the company’s strategic plans.

_They typically involve upper and middle management.

· Operational plans: Developed by middle management and lower-level managers that set short-term targets for daily, weekly, or monthly performances.
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     Management Hierarchy

ORGANIZING : involves mobilizing the resources that are required to complete a particular task;

· In organizing, managers create the structure of working relationships between organizational members that best allows them to work together and achieve goals 

· Managers will also lay out lines of authority and responsibility for members.

LEADING : involves the interactions between managers and their subordinates as they both work to meet the firm’s objectives.

· Leading goes beyond merely giving oeders

· Leaders attept to GUIDE and MOTIVATE employees to work in the best interests of the organization.

· The outcome of the leading function is a high level of MOTIVATION and COMMITMENT from employees to the organization;

CONTROLLING : is the process of monitoring a firm’s performance to make sure that it is meeting its goals.

· Control can also show where performance is better than expected and thus can serve as a basis for providing rewards or reducing cost.

· Managers will monitor individuals, departments, and the organization to determine if desired performance has been reached.

· Managers will also take action to increase performance as required.

· The outcome of the controlling function is the accurate measurement of performance and regulation of efficiency and effectiveness.
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Four Functions of Management
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Relative Amount of Time That Managers Spend on the Four Managerial Functions

3.  Types of Managers:

_Level of management :

· TOP MANAGERS: Those managers responsible for a firm’s overall performance and effectiveness and for developing long-range plans for the company.

· MIDDLE MANAGERS: Those managers responsible for implementing the decision made by top managers.

· FIRST-LINE MANAGER: Those managers responsible for supervising the work of employees.

_Area of management :

· HUMAN RESOURCE MANAGERS: Provide assistance to other managers when they are hiring employees, training them, evaluating their performance, and determining their compensation level.

· OPERATING MANAGERS: They are responsible for the production systems that create goods and services.

· INFORMATION MANAGERS: They are responsible for designing and implementing systems that gather, process, and disseminate information. 

_Dramatic increases in both the AMOUNT OF INFORMATION AVAILABLE to managers and the ABILITY TO MANAGE it have led to the emergency of this important function.

· MARKETING MANAGERS: They are responsible for getting products and services to buyers.

· FINANCIAL MANAGERS : Management of a firm’s finances, including its investments and accounting functions, is extremely important to its survival.

4. The Basic Management Skills:

· TECHNICAL SKILLS: People develop their technical skills through EDUCATON and EXPERIENCE. Those skills are associated with performing specialized task within a company.

· HUMAN RELATIONS SKILLS : Those skills are very important at all levels, but they are probably most important for middle managers, who must often act as bridges between top managers, first-line managers, and managers from other areas of the organization.

_Effective managers possess communication skills that help them to understand others (and to het others to understand) and that can go a long way in maintaining good relations in an organization.

_Thus, they are skills that enable managers to understand and get along with other people.

· CONCEPTUAL SKILLS: A person’s ability to think in the abstract, to diagnose and analyze different situations, and to see beyond the present situation.

_They can also help managers analyze the probable outcomes of their decisions.

· TIME MANAGEMENT SKILLS : The productive use that managers make of their time.
_Paperwork, Telephone, Meetings and Email

· DECISION-MAKING SKILLS : Choosing one alternative from among several options.

_Decision-making skills are the skills in defining problems* and selecting the best courses* of action…
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Conceptual Human and Technical Skills Needed by Three Levels of Management

The Rational Decision Making Process

· The sparkle : Recognizing that a solution is necessary.

· The stimulus for a decision maybe either a problem or an opportunity
· Problem decision: A decision that is necessary when actual results do not conform to those expected.

· Opportunity decision: Taking new initiatives or doing a current activity more efficiently even no problem exists.

Step 1 :Recognizing and defining the decision situation.

· Stimulus +/-

Step 2 : Identifying alternatives.

· Obvious and creative

· The more important the decision, the more alternatives should be generated.

· Factors such as legal restrictions, moral and ethical norms and available technology can limit alternatives.

Step 3 : Evaluating alternatives

· Feasibility, satisfactoriness and consequences

Step 4 : Selecting the best alternative
· Choose the alternative that best fits the managers solution

· It is the real crux of decision making

· Decision makers should also remember that finding multiple acceptable alternatives maybe possible, so selecting just one alternative and rejecting all others might not be a good decision.

Step 5 : Implementing the chosen alternative
· The chosen alternative is implemented into the organizational system

· One of the key things that managers must deal with during implementation is employee resistance to change

· The reason for such resistance include insecurity, inconvenience and fear of the unknown

· Unanticipated consequences are still possible  

***Step 6 : Following up and evaluating the results

· The decision making process requires managers to :

1-  Evaluate the effectiveness of their decision.

2- Make sure that the chosen alternative has served dits original purpose.

3- Adop an alternative that had previously been discarded.

4- Recognize that the situation was not correctly defined to begin with and start the process all over again.
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A reluctance to give or receive
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A tendency for information to
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Deciding about an alternative
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Hlustration

You are favouring Jane as the
candidate and dismiss information
about a performance problem she
had at her last job.

Itis not clear how well Martha

did in her previous job, but by

the time the feedback gets to you, she
is described as a poor performer.
ane may have several employment
alternatives and may even be
considering going back to school,
but you ignore all this in making her
the offer.

ane graduated from a private high
school and went to a highly rated
university on a partial scholarship,
so you figure she must be a great
hire.

You initially have 200 applicants

for the position but decide to
eliminate anyone with less than three
years’ sales experience.

Your company’s market share is
slipping because you don’t have
enough salespeople in the field, so
you feel you just can’t look at every bit
of information on every candidate.





Influences on the Decision-Making Process
Factors that inhibit accurate problem

 identification and analysis
The Behavioural Aspects of Decision Making

·  NON-LOGICAL and EMOTIONAL factors often influence managerial decision making.

1. Organizational politics : The action that people take as they try to get what they want (Organizational power and personal power)

2. Intuition : An “inner sense” or “hunch” usually based on years of experience and practice in making decisions in similar situations.

3. Escalation of Commitment: When a manager makes a decision and then remains committed to its implementation in spite of clear evidence that it was a bad decision.

4. Risk Propensity: How much a manager is willing to gamble when making decisions. (Take risk?)

The Strategic Management

What is Strategic Management? 

Strategic Management is the process of alignin the organization with its external environment. 
The Strategic Goals 
The starting point in effective management is setting strategic goals… 

·  Strategic Management Goals are the overall objectives that a business wants to achieve.

· What it intends to do is the 1st step of an organization.

=> Maybe the organization needs a strategy to achieve its goals…

·  Strategy: is the broad set of organizational plans for implementing the decisions made for achieving organizational goals.

· See “The purposes of goal setting” on page 29 (Textbook) and complete the next slide by briefly explaining each of those purposes.

The Strategic Management

The four main purposes in organizational goal setting
1.  Goal setting provides direction, guidance, and motivation for all managers.

2. Goal setting helps forms allocate resources

3. Goal setting helps to define corporate culture.

4. Goal setting helps manager assess performance.

Kind of Goals

The Mission Statement: An organization’s statement of how i twill achieve its purpose in the enviroment in which conducts its business.

· Regardless of a company’s purpose and mission, every firm needs to set long-term (5y or more into the future), intermediate (1 to 5y) and short-term goals (less than one year).

The SMART Goals 

Specific

Mesureable (increase, decrease, plan to sell 2000 next year, …)


Achievable



Relevant




Time-framed (long-term, immediate, short-term)
The Strategy formulation involves three basic steps:

1. Setting strategic (smart) goals:

· What are the kinds of goals? 

2. Analyzing the organization and its environment:

· See SWOT

3.  Matching the organization and its environment.

· SWOT analysis is the identification and analysis of organizational STRENGTHS AND WEAKNESSES and environmental OPPORTUNITIES AND THREATS as part of strategy formulation.

· This is the heart of strategy formulation;

· (...) Matching environmental THREATS and OPPORTUNITIES with corporate STRENGTHS and WEAKNESSES;

·  This process may determine whether a firm typically takes risks or behaves more conservatively.
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Strategic Management Process

Levels of Strategies

1. What is a Corporate-level strategy ?

· Identifies the various businesses that a company will be in and how these businesses will relate to each other.

A Corporate-level strategy could be:

· A Concentration strategy which involves focussing the company on one product or produce line.
· A Growth strategy. All of which focus on internal activities that will result in growth (Market penetration, products development and geographic expansion)
· A Integration strategy which focus on external activities that will result in growth (Horizontal and Vertical integration) or Competitors vs. Inputs and/or Channels.
· A Diversification strategy means expanding into related or unrelated products or market segments.
· Related diversification … means adding new, but related, products or services to an existing business.

· Conglomerate diversification… means diversifying into products or markets that are not related to the firm’s present business.

· A Investment Reduction strategy means reducing the company’s investment in one or more of its lines of business.
· Retrenchment… which means the reduction of activity or operations.

· Divestment… involves selling or liquidating one or more of a firm’s business.

2. What is a Business-level strategy ?

· Identifies the ways a business will compete in its chosen line of products and/or services.

Business-level (competitive) strategies are:

· Cost leadership strategy which means becoming the low-cost leader in an industry.
· Differentiation strategy occurs when a firm tries to be unique in its industry along some dimension that is valued by buyer.

· Focus strategy means selecting a market segment and serving the customers in that market niche better than competitors.

3. What is a Functional strategy ?

· Identify the basic courses of action that each department in the firm will pursue so that it contributes to the attainment of the business’s overall goals.

A Functional strategies are:

· When the Business-level Strategies are translated into supporting functional strategies (see Areas on management, chapter 1).

· A functional strategy is the basic course of action that each department (Areas) follows so that the business accomplishes its overall goals.

The Corporate Culture

· A Corporate Culture is essential. This is the persionality or the identity of a company:

· A Corporate Culture represent the shared experiences, stories, beliefs, norms, and ethical stance that characterize an organization (def.)

· _A strong Corporate Culture guides everyone to work toward the same goals and helps newcomers learn accepted behaviours.


· The Corporate Culture is shaped by four forces which are fundamental:

1. The values held by top management help set the tone of the organization and influence its business goals and strategies;

2.  The firm’s history also helps shape its culture;
3.  Stories and legends are also important;

4.  A strong behavioural norms help define an sustain corporate cultures.

· Communicating the culture :

1. Managers themselves must have a clear understanding of the culture. 

2.They must transmit the culture to others in the organization, specially to the newcomers;

3. A clear and meaningful statement of the organization’s mission is also a valuable communication tool;

4.Managers can maintain the culture by rewarding and promoting those who understand it and work toward maintaining it.

