[image: image1.wmf][image: image3.jpg]



Vladymyr  O.M. The problems of theory and practice of management (tutorial for the study of discipline «The problems of theory and practice of management» (for the students of specialty “Management of organization and administration” 8.03060101) /O.M. Vladymyr. – Ternopil, TIPNTU, 2017. – 120 p.
Укладач: Владимир О. М. – к.е.н., доцент.

Рецензенти: Андрушків Б.М. – д.е.н., професор

                    Кужда Т.І. – к.е.н., доцент

Розглянуто й затверджено на засіданні кафедри менеджменту інноваційної діяльності та підприємництва. Протокол № 11 від 14 березня 2017 р.

Схвалено й рекомендовано до друку методичною комісією факультету економіки та менеджменту. Протокол № 7 від 29 березня 2017 р.
Складено з урахуванням робочої програми вивчення курсу, методичних розроблень інших вузів, а також матеріалів літературних джерел, наведених у рекомендованій літературі.

The tutorial for the study of discipline “The problems of theory and practice of management” contains the compressed exposition of material, includes control questions and independent cases on every section. It is intended for teachers, students, specialties of higher institutes, which study this object.

The tutorial is developed in accordance with curricula and can be used for engineering and economic universities, and also by the specialists of pertaining to national economy complex.

TABLE OF CONTENTS

THE PROBLEMS OF THEORY AND PRACTICE OF MANAGEMENT…………………………………………………...….6
TEACHING PROGRAM…………………………………………...….8
GENERAL THEORY OF MANAGEMENT ………………………..10

AN INTRODUCTION DEFINING MANAGEMENT ...………. 10
WHO ARE THE MANAGERS?.....................................................15
MANAGERIAL LEVELS………………………………………..18
MANAGERIAL ROLES………………………………………….20
CHARACTERISTICS OF A GOOD MANAGER…………….....23
MANAGERIAL RESPONSIBILITIES……………………….…25
MANAGEMENT FUNCTIONS………………...………………..32
MANAGEMENT: AN ART OR A SCIENCE………………..….36
MANAGEMENT AS A PROFESSION…………………….……39
Questions…………………………………………………………44
MANAGEMENT PRACTICE………………………………...………45
MANAGEMENT PRINCIPLES ARE EASY; MANAGEMENT PRACTICE IS DIFFICULT

INTRODUCTION…………..……………………………………45
MANAGEMENT CONTEXT……………………………………49
LEARNING TO BE A MANAGER……………………………...50
CASE STUDY ANALYSIS ……………………………………...54
BACKGROUND …………………………………………………54
TEACHING CASE-STUDY ANALYSIS………………………..55

PROBLEM-SOLVING AND DECISION-MAKING……………61
CASES LEVEL A1…………………………………………………....68
CASES LEVEL A2……………………………………………………93
BIBLIOGRAPHY…………………………………………………….117
THE PROBLEMS OF THEORY AND PRACTICE OF MANAGEMENT

Semester 11

ECTS

Exam

The Theory of Management is easy and can be learnt in a classroom setting, since it relates to knowledge acquisition and book-learning only, encompassing pre-defined contexts. The Practice of Management is difficult since it relates to a crisis-driven “real-world’” of irrational people, unpredictable events, competitive market warfare, cash flow shortages, problematical relationships, and an infinite number of unique contexts. The course “The problems of theory and practice of management” is an introduction to substantiated managerial decisions making by managers of different levels of management under uncertainty of internal and external environment.

Aim of the course “The problems of theory and practice of management” is the formation in future managers the ability to think independently and make effectively managerial decisions for solution daily and strategic problems of business activity.
The objectives of the course “The problems of theory and practice of management” are:

1. Mastering the necessary knowledge and skills in business management in crisis times.

2. To assimilate methods of assessment and analysis of organizational changes under risk and uncertainty.
3. To be able to determine the cost-effectiveness of the implementation of changes in the enterprise and to accept substantiated managerial decisions
TEACHING PROGRAM

Lecture 1. THE CONCEPT OF THE LIFE CYCLE OF THE ENTERPRISE AND ITS USE IN BUILDING MANAGEMENT SYSTEMS

The essence of the concept of the life cycle of real systems. Characteristics of the main phases of the life cycle of the enterprise. Lifecycle Management of the enterprise.

Lecture 2. THE IMPACT OF THE ENVIRONMENT ON THE DURATION AND CONFIGURATION OF THE LIFECYCLE OF ENTERPRISE

The critical state of the environment and its impact on the company. “Wave processes” in the environment. Characteristics of interaction “wave processes” and certain phases of the cycle.

Lecture 3. LOGISTICS PROBLEMS: THE CRISIS OF SALES AND MATERIAL AND TECHNICAL SUPPORT
Characterization of the mechanisms of formation of local sales crisis. Factors and methods, allows identifying it. The content and methods of tactical measures to ensure the functioning of marketing and sales in the crisis. Conduct product restructuring and development of appropriate strategies.

Lecture 4. THE PROBLEMS IN FINANCE: FINANCIAL CRISIS
The essence and place of the financial crisis in a number of others company’s. Symptoms, causes and mechanisms of the financial crisis. Analysis of the financial condition of the enterprise as a tool for prevention and output the company from the crisis. The structure and content of the program of financial recovery the company.

Lecture 5. THE PROBLEMS OF HUMAN RESOURCES MANAGEMENT 

The essence and place of the management personnel crisis in the organization. Symptoms, causes and mechanisms of the management personnel crisis. Preventing, identifying and overcoming the management staff crisis. Typology of crises. Personnel planning in crisis management.

Lecture 6. ANTI-CRISIS MANAGEMENT. BANKRUPTCY AS A FORM OF LIQUIDATION THE SYSTEMIC CRISIS OF THE ENTERPRISE 
General characteristics and main stages of anti-crisis management. Types of anti-crisis response and anti-crisis management. The general scheme of bankruptcy.

GENERAL THEORY OF MANAGEMENT: 
AN INTRODUCTION DEFINING MANAGEMENT
 
The concept of management is as old as the human race itself. The concept of “family” itself required that life be organized and resources of food be apportioned in a manner so as to maximize their usefulness. Taking proper steps to safeguard the family from attacks by wild animals, planning on where to go hunting and whom to go with etc., ne all subtle ingredients of management. Even the recorded history shows the application of some management techniques, which are current even today, as far back as 5000 B.C., when the ancient Sumerians used written records in assisting governmental operations. The Egyptian pyra​mids built as early as 3000 b.c., required the organized efforts of over 100,000 people. It would be natural to assume that all functions of modern management, i.e., planning, organizing, direct​ing, staffing, and controlling etc., played a heavy and coordina​ted role in the construction of these monuments. Similarly, the early civilization of India bears witness to organized living.

Management, then, is not only an essential element of orga​nized society, but also an integral part of life. But what is man​agement? How do we define it? How do we differentiate between good management and bad management? How important is the management of resources? Perhaps, the importance of manage​ment was highlighted by the late President of the United States, John F. Kennedy, when he said, "The role of management in our society is critical in human progress. It serves to identify a great need of our time; to improve standards of living for all people through effective utilization of human and material resources."1
Unfortunately, the role of management has always been taken for granted and underemphasized. Technological advancements, level of production, capital investment and other tangible element» have always been emphasized as contributory factors towards economic growth, rather than managerial skills. As Peter Drucker puts it:

‘Management is the crucial factor in economic and social deve​lopment It was obvious that the economist's traditional view of development as a function of savings and capital investment was not adequate. Indeed, savings and capital investment do not produce management and economic development. On the contrary, management produces economic and social develop​ment and with it savings and capital investment.

The area of effective management is currently receiving a lot of attention because the organizations and their internal as well as external environments are becoming more complex. In this dyna​mic society, the management must be able to anticipate changes and their impact and take appropriate measures to deal with these changes.

How do you define management so that all its activities arc incorporated in it? All management thinkers have defined manage​ment in their own way. Kreitner, for example, defines manage​ment as follows :

Management is a problem solving process of effectively achiev​ing organizational objectives through the efficient use of scarce resources in a changing environment.

This definition, though comprehensive, must be amended to include the goals being achieved through the coordinated efforts of others. Some of the integral elements of the above definition can be separated and analyzed as follows :

(a) Problem-solving process. One of the most important func​tions of a manager is to make decisions and solve problems. Some of the major problems that the central management must continu​ally face include unpredictable economic trends, changing govern​mental regulations, resource shortages and a severe competition for these resources, employee demands, technical problems, and tech​nological changes etc. There are other problems that are compa​ratively routine in nature and can be solved by some tried and tested mechanisms. For example, change in production quality can be easily looked into and the process changed, if necessary. On the other hand, an increase in employee grievances or employee absenteeism or turnover may require carefully studied unique solu​tions.

(b) Organizational objectives. All organizations have certain missions and certain objectives for their very existence. Objectives arc more specific in nature. For example, the mission of a college may be to produce graduates of high quality academic orientation and its objective may be to increase the number of new students entering by 10% in 2 years. Basically, the organizational objec​tives arc profit oriented and the management must plan its activi​ties along those lines. Additionally, it is also the management's responsibility to integrate the personal objectives of its employees into organizational objectives. The personal objectives may be higher remuneration, more challenging responsibilities and partici​pation in decision making process.

(c) Efficiency. Efficiency can be defined as a technique of opera​tions which results in achieving the objectives in an optimum and effective manner so that the resources of time, talents, and capital ate utilized fully and without waste. Accordingly, a successful management would devise means that arc not only effective in achieving the goals, but also arc efficient in utilizing the resources.

(d) Scarce resources. The resources of people, time, capital, raw materials arc all finite and limited. They are all scarce in nature and not expandable. Additionally, there is a fierce competition for these resources. Management basically it a “trusteeship" of these resources and hence must make conscious efforts to make the most of these resources.

(e) Changing environment. The dynamics of environments is evidenced by the tremendous and fast changes that have taken place in all areas in the last SO years. The advent of computers and electro​nics have changed the way in which the information is processed and handled for decision making purposes. The social standards have changed, styles have changed, many laws have changed to​wards consumer protectionism, technology has changed and the organizations have become much more complex. Accordingly, management must be prepared to predict accurately these changes and formulate ways to meet these new challenges effectively.

WHO ARE THE MANAGERS?
A manager's job is highly crucial to the success of any organization. The more complex the organization, the more crucial is the manager's role in it. It is the manager's job to achieve the organizational objectives through the proper utilization of its human and material resources. However, since the material resources of equip​ment, capital, facilities, information etc., can only be used by hu​mans, the human resources arc the most valuable assets of any organization. Accordingly, a manager must be highly skilled in the art of optimally utilizing the human resources. This art is uni​versal in nature. It is used not only in large corporate enterprises but also in other organizations such as schools, hotels, hospitals, retail stores, etc. The aim of improved performance and the techni​ques of achieving this aim are similar. While the field of manage​ment .can be specialized to suit the needs of a particular environ​ment, some of the characteristics are common to all managers and arc universally applicable. For example, a personnel manager does not require to possess technical skill or analytical skill as much as human skill and communication skill. But most managers at the middle level and the top level arc trained in all necessary skills. Some of the essential skills are:

1.  Technical skills. Technical skills basically involve the know​ledge, methods and techniques and the ability to use these techni​ques in performing a job effectively. For example, engineers, ac​countants, computer programmers etc., have technical skills in their areas acquired through education and training. This is a specialized knowledge and expertise which is used in day-to-day problems and activities. The skill is highly necessary at the lower level of man​agement and desirable at the middle management levels, and even the top level of management must be skilled enough to understand some of the technical problems that might arise from time to time.

2.                     Human skills. Human skill is the ability to work with other people amicably. It involves patience, trust, and genuine involve​ment in interpersonal relationships. This skill is necessary at all levels of management. The managers must create an environment in which the workers work together as a team with a sense of belonging and dedication. This skill helps the manager in effecti​vely interacting with others, which is truly conducive to high morale and necessary for organizational success.

3.  Analytical skills. Effective and right decision making is the most important function of management. A wrong but crucial deci​sion could make the difference between success and failure. The right decision basically depends upon the correct analysis of the problem and the situation. Hence, a successful manager must possess the analytical skill, involving the ability to logically, objectively, and scientifically analyze the problems and opportunities and use scientific approaches to arrive at feasible and optimal solutions.

4. Conceptual skills. The conceptual skill is the ability to view the organization as a whole, and as a system comprised of various parts and subsystems, integrated into a single unit. The conceptual skills usually depend upon the organized thinking process which deals with understanding of various functions of an organization, their interdependence, the relationship of the organization with the external environment and recognizing the opportunities and challenges. This is an extremely crucial skill necessary for success​ful operations of the top management. The top management must formulate objectives, policies and strategies and must know how each part of the organization contributes towards the achievement of primary goals and how each part is interrelated to each other.

 

MANAGERIAL LEVELS
There are basically three levels of management with relative standing in an organization's hierarchy of authority. These levels are:

1. Top management. The top level of management includes top executives such as chief executive officer, chief operating officer, president, executive vice-presidents and various vice-presidents. These managers arc primarily involved in broad organizational matters such as policy formulation, long range planning, goal setting and development of organizational strategies. In general, the top management effectively deals with all elements and forces that affect the survival, stability, and growth of an organization. In the words of B. Yuill:

It is the function of top management to watch, interpret, ex​ploit or, where necessary, counter external influences with appro​priate decisions and plans and to initiate the appropriate adjust​ment in the functional authority and status structures of the orga​nization. It is the top management’s duty to protect the integrity of the organization, so that it can survive for its own employee’s, the shareholder’s, supplier's, and the customer's interests and for the general good of the social and economic system within which it operates.

2.  Middle management The middle management level generally consists of divisional and departmental heads such as plant manager, production manager, marketing manage', personal direc​tors etc. Their job is to interpret policies and directions set by the top level management into specific plans and guidelines for action. Their responsibility is to co-ordinate the working of their depart​ments so that the set objectives can be achieved. They are concer​ned with short-term goals and specific results. They spend more time on operational planning, information processing and day-to- day monitoring of their divisional activities.

3. First level supervisory management. This level of management consists of supervisors, superintendents, unit heads, foremen, chief clerks etc. Their primary concern h with the mechanics of the job and they are responsible for coordinating the work of their employees. They must possess technical skills so that they can assist their subordinates when necessary. They plan day-to-day operations, assign personnel to specific jobs, oversee their activities, evaluate their performances, and become a link between the workers and the middle level management.

 

MANAGERIAL ROLES
Henry Mintzberg4 has studied the work roles of the Chief Execu​tive and has categorized these roles into three areas. These areas arc interpersonal relationships, information processing and dissemi​nating, and decision making. Each of these areas are further sub​divided into various roles. These roles are:

(A) Inter personal Relationships
1.  Manager's role as a figurehead. Managers act as symbolic figureheads performing social or legal obligations. These duties include greeting visitors, signing legal documents, taking important customers to lunch, attending a subordinate’s wedding or speaking at functions in schools and churches etc.

2.  Manager's leadership role. Since a manager is responsible for the activities of his subordinates he must motivate them to perform better. He must be an exemplary leader so that his subordinates follow his directions and guidelines with respect and dedication.

3.  Manager's role as a liaison officer. In addition to their constant contact with their own subordinates and peers, the managers must maintain a network of outside contacts in order to assess the exter​nal environment of competition, social changes or changes in governmental rules and regulations. This can be achieved by atten​ding meetings, professional conferences, personal phone calls, through mail etc.

(B)Information Processing
4.       Manager's role as a monitor. The managers are constantly monitoring their environment, collecting and studying information regarding their organization and the outside environment affecting their organization. This can be done by reading reports and periodi​cals und through personal contacts.

5.  Manager's role as a disseminator of Information. They transmit the information regarding changes in policies or other matters to their subordinates, their peers, and to other members organization. This can be done through memos, phone calls or group or individual meetings.

6.  Manager’s role as a spokesman. The manager has to be a spokesman for his unit and represents his unit in either sending information to people or making some demands on behalf of his unit. This can be done through meetings and phone calls.

(C)   Decision Making
7.  Manager's role as an entrepreneur. The managers are constantly on the lookout for new ideas for product improvement or product addition. They initiate feasibility studies, arrange for capital for new products if necessary, and ask for suggestions from the employees for ways to improve the organization in any way This can be achieved through suggestion boxes, holding strategy meetings with project manager and Research and Development personnel.

8.  Manager's role as a conflict handler. The managers are constantly involved as arbitrators in solving differences among the sub​ordinates or the employees* conflicts with the management. These conflicts may arise due to demands for higher pay or other bene​fits. These conflicts may involve outside forces such as vendors increasing their prices or visits by governmental inspectors. Mana​gers try to resolve these problems and take corrective action.

9.   Manager's role as resource allocator. Managers make budge​tary allocations to different activities of the organization. They assign personnel to jobs, they allocate their own time to different activities and they allocate funds for new equipment, advertising, pay raises etc.

10.  Manager's rote as negotiator. They negotiate contracts with the unions. The sales managers may negotiate prices with prime customers. The purchasing managers may negotiate prices with the vendors etc.

 
CHARACTERISTICS OF A GOOD MANAGER
Not all managers are successful. Those managers who arc success​ful have certain characteristics which create a climate for success for themselves and their subordinates. Some of the more important personality traits of a successful manager are:

a)  Knowledge. The problems we deal with arc generally com​plex and many faceted, and hence a reasonable degree of know​ledge is required so as to differentiate between facts, inferences and hypothesis as well as speculations, and process this information into useful data for decision making purpose. To have the know​ledge about competitive markets, about technological advance​ments and about social changes is very important for taking action.

b)  Decisiveness. Decision making involves more than simply choosing the best alternative. The skill to recognize and define the problem and. if possible, to anticipate problems before they get out of hand is equally important and desirable. While making right decision is important, to make the decision fast is equally important for the success and growth of any company. A manager must act fast to be decisive. Many opportunities have been missed because of indecisiveness and taking time in checking all the facts. A good manager should be able to make decisions, even when only partial data is available, so that his decision may be based on analytical and intuitional judgment. A manager should possess conceptual logical ability, intuitive and courageous judgment and ability to analyze the problem by breaking it into parts and identi​fying the nature and effect of each part.

(e) Ability to handle conflict. A good manager is calm, able to listen, is positively responsive to criticism and is able to handle conflicts and differences in a constructive manner. In order to handle conflicts well, a manager must be confident, self-assertive, fair and dominant. He should be highly tolerant of stress, at conflicts gene​rally lead to stress and tension. This would require a sound mind in a sound body. A good physical health generally introduces drive, energy, and stability leading to more balanced outlook.

(d) Emotional stability. Emotional stability is the major in​gredient for effective leadership and an effective manager is always an effective leader. It pertains to good adjustment to life, calm, cool, and calculated reaction to undesirable situations and obsta​cles, and normal acceptance of success as well as failure. Emotio​nal instability often leads to wrong and impulsive decisions with dire consequences. Accordingly, a manager must be able to look and assess a problem with detachment and objectivity. An emotio​nally stable manager, generally has a happy family life and has a balanced outlook towards life and the world.

MANAGERIAL RESPONSIBILITIES
The management is responsible and answerable to many groups. Sometimes the interests of these groups conflict with each other. Hence, management must conduct its affairs in a manner so as to be fair and equitable to all parties who have a vested interest and claim on management. These interested parties are:

1.  The stockholders and other investors

2.  Employees

3.  Consumers

4.  Inter-related businesses

5.  The government

6.  The community

These responsibilities are discussed in more detail as follows:

1.  Responsibility towards stockholders The stockholders arc the owners of the company who have invested capital in the organiza​tion. Their primary purpose in investing funds is to make a reaso​nable profit. Accordingly, the management must direct its resources at its command in such a manner so as to yield a satisfactory rate of return for its investors in the long run. The stockholders arc not so much interested in quick profits as they are in the stability, growth, and the image of the company. The company must create an image of quality and service. In addition, it is the management's duty to inform the shareholders about the company’s financial position from time to time and all other relevant matters regarding objectives, policies and procedures, so that the stockholders can give some necessary input from time to time The stable growth of a company will help the stockholders in two ways. First, they will share a part of the total profits in the form of dividends and secon​dly, the value of their share will appreciate. Accordingly, the management must base their decisions on long range planning and objective forecasting.

2.  Responsibility towards employees. The responsibilities of management towards employees, who put in their time and efforts arc many fold. Some of these responsibilities relate to the following areas:

(a)  Responsibility In relation to employment. This must be clearly understood that the employment is meant to be mutually beneficial for the employee as well as for the employer. Accordingly, the emphasis should not only be on what the employee can do for the company, but also on what the company can do for the employee. The employee contribution must be fully recognized. The employees must be assigned the right jobs as per their know​ledge, experience, altitudes and interests. Additionally, the employees must be made aware of company policies, procedures and objectives.

(b)  Responsibility In relation to working conditions. The emp​loyees spend their major part of the day in work environment. Accordingly, working conditions must be conducive to work. These working conditions refer to physical facilities which must be adequate and acceptable. These must meet the accepted standards of cleanliness, light, heat, air conditioning, ventilation, safely and sanitation facilities. They should also be given the proper tools and machines to work with. Whenever the job requires some extra degree of risk or difficulty, then additional benefits and incentives must be offered. These conditions include night duty, working with chemicals, working underground in coal mines or working with fast, heavy machinery. In addition, provisions for social activities as well as athletic activities would make the employees more dedi​cated. The workers should consider this an additional benefit as well as a boost in their morale, if they are allowed easy access to superiors, provisions for suggestions that would be seriously consi​dered and flexibility in working hours, if possible. Many large companies provide for psychological counseling, which greatly reduces the stress of work and helps solve other personal problems. This reduction in stress and tension and the development of a posi​tive attitude would greatly improve the productivity.

(c)  Responsibility In relation to economic security. The economic security implies the continuity of the job in good times as well as bad times. This sense of job security greatly improves the sense of dedication to the company. A lifetime employment brings about a shared responsibility which helps to build the loyalty to the company. The system of "tenure*' in academic institutions after five or six years of set vice is designed to give the professor a sense of economic security which should bring out dedication, sincerity and a sense of belonging to the institution. In addition to job security, the remuneration and fringe benefits must be adequate and en​couraging. Some of the fringe benefits in addition to the salary

are:

1.  Life insurance

2.  Medical insurance

3.  Sick leave

4.  Maternity leave

5.  Provision for other emergencies

6.  Profit sharing plans

7.  Stock options. This is a provision to buy the stock shares of the company at a price lower than the price paid by the public

8.  Pension plans and retirement benefits

9.  Paid vacation

10.  Free education for workers, if necessary, and for their child​ren.

(d) Responsibility in relation to job satisfaction. Job satisfaction refers to the employee's self-fulfillment and happiness at the job. The conceptual environment should be such as to enhance the em​ployee’s confidence and faith in the company. The workers should be encouraged to participate in the company affairs as much as possible, especially in the formulation of procedures and policies affecting them. This would encourage a sense of belonging. In addition, the employee contributions should be properly recognized and rewarded. Other management policies include provisions for challenging opportunities, increased responsibility, promotion and participation in the decision making process.

3.  Responsibility towards consumers. The customers expect a quality product at a reasonable price with guaranteed satisfaction. It is the responsibility of the management to see that the interests of the consumers are promoted. The quality of the product can be guaranteed by offering facilities for returning the defective product either for a refund of the purchase price or for a new unit. Also, by providing free service to the product for a specified period of time, the customer’s confidence in the quality of the product can be strengthened. The product should be simple to operate and be made easily available through proper distribution channels and the customer satisfaction should be the first rule of sales. “The cus​tomer is always right.’’ has proved to be a good policy for initia​ting sales and keeping the customer.

4.  Responsibility towards Inter-business relations. All industries buy raw materials or semi-finished products from other industries. All businesses buy some supplies from vendors. All companies sell their products to other companies like distributors and wholesalers. It is the responsibility of the management to maintain the inter-business relationship at a level of high ethical standards. They should have fair trade practices regarding their prices, the quality and the quantity of the product, methods of payment, time and mode of delivery, and the quality of service. For example, General Motors buys steel from steel mills, tires from Firestone or General Tire, and some other parts of the cars from other companies and sells the cars to dealers. These inter-business relationships demand a fair code of conduct from all parties concerned.

5.  Responsibility towards government. The management must operate within the legal system, adhering to all laws which may be local, state, or federal laws. These laws include, but are not limited to:

(a) Paying proper taxes and paying them on time.

(b) Respecting laws pertaining to social environment. These may be relating to air pollution, water pollution, noise pollution, dum​ping of chemical wastes, respect for zoning laws etc.

(c) Affirmative action. This means that the management makes special provisions for hiring, training and promoting employees belonging to such minority groups who have been discriminated against previously. These discriminations may have been on the basis of ethnic origin, race, provincialism or sex.

(d) Equal opportunities for all This means that there is no longer any discrimination in hiring practices and that people arc hired only on the basis of merit.

(e) Respect for anti-trust laws. This means that a few major companies that may dominate the market for a particular product should not conspire to fix prices nr create artificial shortages by hoarding and holding back supply of product.

(f) Truth in advertising. This means that the public should not be misled by false claims about the benefits of the product.

6. Responsibility towards community Interests. Some of these interests may be protected by law such as areas of air pollution and water pollution. Other interests may be the outcome of social envi​ronments. Some of the community interests are:

— Providing jobs within the community 

—   Hiring the handicaps

 —Assisting in church and school activities 

—Organizing sports tournaments and other cultural for the community

—Raising funds for public activities such as opening of hospitals or other charitable activities.

—Taking active interest in all community affairs.

 
MANAGEMENT FUNCTIONS
There are basically five primary functions of management. These are:

1.  Planning

2.  Organizing

3.  Staffing 

4.   Directing

5.  Controlling

The controlling function comprise» of coordinating, reporting and budgeting, and hence the controlling function can be broken into these three separate functions. Based upon these seven func​tions. Luther Guelick coined the word “POSDCORB", which gene​rally represents the initials of these seven functions. All the pri​mary functions arc explained and discussed fully in the following pages and only a brief introduction to these functions is given here.

1.  Planning. Planning is future oriented and determine* an organization's direction. It is a rational and systematic way of making decisions today that will affect the future of the company. It is a kind of organized foresight as well as corrective hindsight. It involves the predicting of the future as well as attempting to cont​rol the events. It involves the ability to foresee the effects of cur​rent actions in the long run in the future. Peter Drucker has de​fined planning as follows :

Planning is the continuous process of making present entrepre​neurial decisions systematically and with best possible knowledge of their futurity, organizing systematically the efforts needed to carry out these decisions and measuring the results of these deci​sions against the expectations through organized and systematic feedback’.

An effective planning programme incorporates the effect of both external as well as internal factors. The external factors arc shortages of resources, both capital and material, general economic trend as far as interest rates and inflation are concerned, dynamic technolo​gical advancements, increased governmental regulation regarding community interests, unstable international political environments etc. The internal factors that affect planning arc limited growth opportunities due to saturation requiring diversification, changing patterns of work force, more complex organizational structures, decentralization etc.

2.  Organizing. Organizing requires a formal structure of authority and the direction and flow of such authority through which work sub-divisions arc defined, arranged and coordinated so that each part relates to each other part in a united and coherent man​ner so as to attain the prescribed objectives. Thus the function of organizing involves the determination of activities that need to be done in order to reach the company goals, assigning these activities to the proper personnel, and delegating the necessary authority to carry out these activities in a coordinated and cohesive manner. It follows, therefore, that the function of organizing is concer​ned with :

a)   Identifying the tasks that must be performed and grouping them whenever necessary.

b)   Assigning these tasks to the personnel while defining their authority and responsibility.

c)  Delegating this authority to these employees.

d)  Establishing a relationship between authority and responsi​bility.

e)  Coordinating these activities.

3.  Staffing. Startling is the function of hiring and retaining a suitable work-force for the enterprise both at managerial as well as non-managerial levels. It involves the process of recruiting, train​ing, developing, compensating and evaluating employees, and maintaining this work-force with proper incentives and motivations. Since the human element is the most vital factor in the process of management, it is important to recruit the right personnel. This function is even more critically important since people differ in their intelligence, knowledge, skills, experience, physical condition, age and attitudes, and this complicates the function, Hence, management must understand, in addition to the technical and operational com​petence, the sociological and psychological structure of the work​force.

4.  Directing. The directing function is concerned with leadership, communication, motivation and supervision so that the employees perform their activities in the most efficient manner possible, in order to achieve the desired goals. The leadership element involves issuing of instructions and guiding the subordinates about procedures and methods. The communication must be open both ways so that the information can be passed on to the subordinates and the feed​back received from them. Motivation is very important, since highly motivated people show excellent performance with less direction from superiors Supervising subordinates would give continuous progress reports as well as assure the superiors that the directions are being properly carried out.

5.  Controlling. The function of control consists of those activities that are undertaken to ensure that the events do not deviate from the pre-arranged plans. The activities consist of establishing stan​dards for work performance, measuring performance and comparing it to these set standards and taking corrective actions as and when needed, to correct any deviations.

All these five functions of management arc closely inter-related. However, these functions arc highly indistinguishable and virtually unrecognizable on the job. It is necessary, though, to put each func​tion separately into focus and deal with accordingly.

 
MANAGEMENT: AN ART OR A SCIENCE
A controversy has raged for many years over the concept of manage​ment. Is it an art, which depends upon skill or is it a science which depends upon analysis. According to J. Paul Getty, “Management cannot be systematized, or practiced according to a formula. It is an art, even a creative art.” Others disagree. It is said that, "The management is the oldest of arts and the youngest of sciences.”

(a) Management as an art. It has been propounded that just like leaders, the managers are also born and not made. It is an inherent trait and it cannot be learned through formal training or knowledge of certain techniques. It is similar to being a painter or a poet. You cannot be trained to become a poet. There have been a number of cases in which some people have become successful managers and entrepreneurs without having been specifically educated for this pro​fession. They have depended upon intuition and experience rather than any formal preparatory education.

According to Jucius and Schlender, management was considered a pure art in the United States in the last century.

A manager was born or was made so in the hot crucible of ex​perience. He thus relied upon intuitive guidance when faced with a decision. So in a sense, he learned nothing from the previous generations and could pass nothing on to succeeding generations as far as management »kills were concerned.

The contention of management being an art was rejected by scien​tific management pioneers like Fredrick W. Taylor, Henry Gantt, Henry Fayol, Frank and Lilian Gilbreths who believed that the management process could be translated into a set of methodologies and techniques which could be learned and communicated. However, the management may be a combination of both art and science elements. The science and the art of it may not be mutually exclu​sive. In the opinion of a Russian management expert. D. Gvishiani' “the managerial activity will always remain a creative field, a field of art, even though it is becoming more and more scientific.“

(b) Management as a science. Science is a systematic knowledge which explains the cause and effect phenomenon with underlying principles which have universal application. In this regard, manage​ment has developed certain principles, laws and generalizations which arc universal in nature and can be applied under similar cir​cumstances of business environment. According to Luther Guelick“,

Management is already a field of knowledge, and is becoming a science, because the inter-relationships being involved arc being explained systematically and the emerging theories are being tested and improved by logic and the facts of life.

Both scientific management, which is the scientific study of management principles and management science which is based upon sophisticated quantitative decision making models has common approach that subjectivity and intuition should be replaced by objec​tivity and scientific methodology and rule-of-thumb, hunches, guess​work, and trial-and-error approach be replaced with exact knowledge and deductive decisions.

Can the management, however, be an exact science where the same set of rules apply under similar situations? Do similar causes result in similar effects in the area of management? Hardly so. Manage​ment cannot be an exact science because it deals with human beings and because their psychological make-up arc highly complex and unpredictable. Additionally the business environment is highly dynamic and ever-changing. Accordingly, the same rules may not always apply because the situations are never similar.

Management may not be an exact science, but the application of scientific methods to management problems have proved to be effec​tive. Objectives are defined, hypothesis formulated, necessary data collected, analyzed and interpreted, conclusions tested, solutions arrived at and implemented. Mathematical techniques have been successfully applied in problems involving inventories, service facili​ties, assignment of jobs to machines for optimal results, optimal allocation of scarce and limited resources to different projects etc. More important than the scientific methodology is the scientific mind and scientific attitude of the manager. The scientific mind is always accepting challenges, is always investigating and reaching objective conclusions. The scientific attitude is selective, objective, and dis​criminating and it implies creativity.

 

MANAGEMENT AS A PROFESSION
In addition to the continuing debate on whether management is an art or a science or an amalgam of both, another unresolved issue is whether management can be categorized as a profession. What is a profession? The dictionary defines profession as, “calling in which one professes to have acquired a specialized knowledge which is used either in instructing, guiding, or advising others."1* Does management fit closely with this definition? Is the manager in the same category of a profession as a medical doctor, a lawyer or a mechanical engineer? Mary Parker Follet expressed her views in conclusion of her paper, "Management as a profession".

What does all this imply in regard to the profession of business management? It means that men must prepare themselves as seriously for this profession as for any other. They must realize that they, as professional men. arc assuming grave responsibilities, that they are to take a creative part in one of the large functions of society, a part of which, I believe, only trained and disciplined men can, in the future, hope to take with success.

The basic element in the definition of management is the "specia​lized knowledge", acquired by education. You cannot become a doctor without this education. Same thing goes for an engineer or an accountant. Is the manager required to obtain this education? Is the management knowledge a "specialized knowledge”?

On the contrary, there have been many cases in which successful managers and successful entrepreneurs never went to college and sometimes not even to high school. Then how do we reconcile this background with the knowledge and education necessary for a profession.

Perhaps, then, management is not fully developed as a profession. According to Hodge and Johnson, “Management does not at pre​sent meet the requirements and is not properly classified as a pro​fession."

However, in the last decade or so, the field of management is becoming more and more specialized, requiring formal educational courses as foundation for successful managers. The degree of pro​fessionalism in management can be measured against some of the elements or characteristics that are basic ingredients for defining professionalism. These common elements are:

1. The first element is the core of a skill, a specialized education in which a professional must be proficient.

2.  This skill must be based on a well-defined formal body of knowledge, which must be transferable and achieved through for​mal learning, training and experience. These learning techniques must be intellectual in nature so that simply learning a vocational skill is not enough to make it a profession.

3.  A profession is a continuous discipline of study so that through proper research and investigation, new techniques are acquired to improve and enhance the profession.

4.  A professional must possess certain personal qualifications as far as maturity, sophistication, patience and analytical ability is concerned. He must be "professional" in his behaviour.

5. There must be a well accepted authority like an institution or association which certifies the professional on the basis of his skill and knowledge and has the right to admit or reject admission into the profession. An example of such an association would be "Ameri​can Medical Association."

6.  A profession has a recognized status in society, and hence must have a code of professional conduct which is homogeneous in nature and applicable to all members of the same profession.

7.   A professional must operate with a professional spirit and a sense of mission which is in tune with the aims and objectives of the society. He must be willing to give unselfish service to the community and respond positively to the growing needs of the society in his area.

Does management as a profession meet all or at least most of these basic characteristics necessary for professionalism? The Ameri​can Management Association (AMA) thinks so.

The American Management Association in supporting a paper written by Ray A. Killian", stated in 1963:

Management is rapidly evolving as a true profession with defina​ble principles and with a body of reference points strong enough to differentiate managers from non-managers and to correlate basic goals for its members, regardless of the nature of their business, their geographical location or the activity with which they arc affiliated.

Furthermore, the American Management Association has conten​ded that management as a profession meets the following basic but specific characteristics:

1.  It has a body of knowledge that is transferable. There are basic principles of management which can be identified, mastered and practiced. This body of knowledge is being constantly enlarged and enriched from the experiences of successful managers as well as from the research findings of sociologists and scientists in related areas.

2.  It follows a scientific approach. There are prescribed patterns for managerial operations.

3. It requires specific skills and tools that are used in the perfor​mance of managerial duties and responsibilities.

4.  It adheres to a code of ethics. A professional manager is con​scientious in his role and is honest in his altitude and philosophy.

5.  It has a required discipline. As in the case of other professional careers, managing requires a discipline for effective performance.

However, in spite of AMA’s assertion of management as a pro​fession, it falls short of strict disciplinary standards of some other accepted standards. Some of these shortcomings are enumerated by Amrine, Ritchey, and Hutley. These are:

1. Skills not fully developed. Even though there are some princi​ples of management that are fully established and universal in nature, it still has not evolved a complete set of techniques and skills that are universally applicable.

2.  The ethical codes are not as strict as desirable. Unlike medical profession and the legal profession which has very strict ethical standards for performance, the managers still use high-pressure tactics and unfair competition to increase the market share of their product.

3.  No uniform method of entry into the field of management. Anybody can proclaim to be a manager. While doctors and engineers have to go through a required course of study and need a license from a professional body to practice, no such license is required to practice as a manager. Accordingly, some managers may have a Master's degree in Business Administration and others may not have any degree at all and still be able to practice as managers.

4. The objective is monetary rather than service. Service to society and humanity is the basic function of a professional and the mone​tary reward is only secondary. For example, a doctor's objective is to save lives. Management as a profession lacks that service objec​tive.

Notwithstanding these shortcomings in management as a pro​fession, the fact that managers at local, regional, and global levels have their associations for cross-fertilization of ideas and exchange of experiences, demonstrates beyond doubt their professional attitu​des. In fact, their desire to compare experiences with counterparts is a very significant hallmark of a profession.

 
QUESTIONS
1.  Define management in a comprehensive way. What are the crucial elements?

2.  What arc various skills that an effective manager must possess? Are all these skills equally important?

3.   What are the different roles that a manager is expected to play? Describe in detail the manager as a decision maker and as a liaison officer.

4.  What are the management's responsibilities towards stockholders? Should the return on investment be the primary concern of the stockholders?

5.  Are the management's responsibilities towards employees, as discussed in this chapter, applicable in all situations or in the democratic style of management system only?

6.  Are the characteristics of a good manager inborn traits or can these be acquired by environmental influences?

7.  Mow do manager's different work roles affect his abilty to perform as an effective manager?

8.  What are the S mayor functions of management? Is planning the most important function? If so, why?

9.  1s management an art or a science? Give reasons supporting your view​point.

10.  Discuss in detail management as a profession.

MANAGEMENT PRACTICE

Management Principles are easy; Management Practice is difficult.

Introduction

The Theory of Management (20%) is easy and can be learnt in a classroom setting, since it relates to knowledge acquisition and book-learning only, encompassing pre-defined contexts (i.e. a closed system).

The Practice of Management (80%) is difficult since it relates to a crisis-driven ‘real-world’ of irrational people, unpredictable events, competitive market warfare, cashflow shortages, problematical relationships, and an infinite number of unique contexts (i.e. an open system):

· no two managers are identical (physically, mentally, emotionally and spiritually);

· no two management contexts are identical (management does not operate in a vacuum);

· a manager’s responsibility is usually greater than his/her authority for resolving the daily problems and crises in his/her context as they arise;

· a manager operates in a crisis-driven environment of inherent chaos (i.e. open system), and is often affected by external forces over which he/she has little or no control; and 

· nobody, particularly the manager and his/her subordinates, is perfect, and all have a will-of-their-own.

The context determines the manager. 

The manager shapes the context. 

To that degree will the manager succeed or fail. 

Every managerial context is different and subject to a variety of internal and external forces, catalysts (en-ablers) and constraints (dis-ablers) which are ever-changing with Time. Each context presents a unique challenge for the manager to test and develop his/her ‘will-to-manage’. 

The infinite varieties of managerial contexts available to the managers are a potential minefield of traps and failures for the inexperienced and unaware manager. 

There is an inherent human tendency in most people to over-estimate their own abilities (Self perception) and at the same time under-estimate the complexities and difficulties of the managerial context (managerial ignorance). 

Opinions and Decisions are based upon Perceptions - not Actuality. 

Perceptions are the Reality in the management world.

To be effective as a manager, to mobilise the collective-will of the group of discordant wills (unit, department, division or company) for which he/she is responsible, to make sound decisions (judgement) amongst competing alternatives, the manager must not only understand the uniqueness of his/her context, but also how he/she is perceived by all significant Others, who can impact on his/her managerial effectiveness. 

To accomplish this, it is paramount that he/she understands, and is able to appreciate, the systems viewpoint of management, within his/her context. 

All types of organised activity requires management e.g. churches, hospitals, labour unions, schools, foundations, government, SMMEs (small, medium and micro-enterprises) as well as the large established corporate businesses. 

However, the practice of management within each of these areas can vary enormously depending upon a manager’s perception of his/her role in the organisation, as well as his/her personality, which will affect his/her style of management. 

While a manager’s efforts must be applied at all levels of an organisation, from the Chairman of the Board in a large corporate company, down to the first-level supervisor of an SMME, there will be wide differences in perception, emphasis, responsibility, accountability, authority, and focus at each level. 

‘It is ‘perception’ and ‘moral responsibility’ which, in the last analysis, defines the manager’. Peter Drucker. 

The Job of the manager, in practice, can differ markedly from that portrayed in most management textbooks. 

The majority of managers (i.e. Accidental managers) perform a wide range of tasks which can be considered non-managerial by any tests, such as clerical and technical activities which need to be delegated to the employees for whom the manager is responsible. 

The reasons for this state of affairs are many, and include:

- personal satisfaction of technical accomplishment; 

- job pressures; 

- lack of trained help; 

- poor planning; 

- mis-placed emphasis of effort; and 

- inadequate management competence.

The principal efforts of all managers should be devoted to the effective allocation of available resources to the day-to-day tasks at hand. These resources include:

- time, people, money, machines,

materials, facilities, knowledge, methods,

networks, processes and systems;

but of these, people, is of paramount importance. 

Non-managers, and most Accidental Managers, tend to regard the practice of management as nothing more than ‘common sense’. 

However, the ‘common sense’ required of management is more accurately referred to as ‘uncommon-sense’, since very few managers seem to possess much of it.!! 

The fact is that the practice of management is a complex process that is both functional and behavioural, and carried out within an organisational strait-jacket’ which can severely constrain what a manager can or cannot do. 

In addition, the manager must rely on the work of ‘Others’ for personal success, and these ‘Others’ are not controllable by the individual manager. 

They all have a ‘will’ of their own.

The reliance on ‘Others’ is the essential difficulty of managerial work, and is the primary difference between working as a lone professional or specialist, and working through Others. 

Unfortunately, since every managerial situation is unique, there are simply ‘no set management rules which can be universally applied’. 

Manager-development is a life-long learning activity; Each ‘manager’ must decide for himself/herself whether or not he/she wants (i.e. has the ‘will’) to devote his/her efforts to acquire the necessary managerial competencies. 

Management Context. 

Management never operates in a vacuumbut always within a unique context. 

In spite of the thousands of books which appear annually on the subject of management, management is quite simply ‘the process of ‘getting things done’ through the efforts of other people within a specific context’, Whether or not the context is a home, church, school, small business, government, or a large corporation, the process is always the same.

However, the actual practice of management is markedly dependent on the context, as well as on the unique personal attributes, or style, of the manager.

An indication of the possible range of managerial contexts is shown in Fig 1. 
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Learning to be a manager. 

A reasonable question the student might ask is, “Can I learn to be a manager from attending a course on the subject?” 

Like many questions of this kind, it is not so simple to answer. Many things about management can be learned from books, articles, and courses. Also, an exposure to the skills, attitudes, and practices of management, can be very useful to a person interested in becoming a manager. 

But in the final analysis, an individual must be a manager in the world-of-work to determine how effectively the knowledge acquired about the subject in the classroom can be applied in the job. 

Probably the most important lesson to be learned in the classroom is that there exists a body of knowledge about management, and that the application of this knowledge in the world-of-work is quite distinct from specialist or professional non-managerial knowledge and performance. 

No one automatically becomes a manager by being promoted to a management power-position within an organisation. A person learns to become-a-manager in the workplace, i.e. develops his/her Manageracy (80:20) - will-to-manage. 

No course instructor in a classroom environment can make a person into a manager. 

However, one can prepare oneself, to some degree, for future management responsibilities and accountabilities by studying the subject, or through participation in some form of experiential learning, such as role-playing, computer-assisted business games, or other types of classroom group exercises. 

One particular form of classroom learning popular in the leading business schools is the Case-Study Method discussed below. 

The road to becoming an effective manager is long and arduous. 

One can identify four stages in the development from an Accidental (Self) manager, i.e. Stage I, to becoming a Professional manager (i.e. Stage IV), - i.e. to be an ‘effective’ enlightened manager- as indicated in Fig 2.

The Peter Principle (manager). 

Most managers never progress beyond stage II. 

Manageracy (80:20) - ‘will-to-manage’ 

	No
	STAGE
	Manager-development
	Comments 

	IV
	MANAGER. SPIRIT
	‘Being’ - a manager.
	Enlightened - manager. ‘to manage is to Serve’. Others Self-actualisation. Gains personal self-fulfilment, through helping Others to grow and succeed.

	III
	MANAGER-professional HEART
	‘Learning’ - management
	Self-development. ‘becoming a manager’. Accepts Responsibility for Others as an opportunity to discover and develop one’s Social -Self through working closely with others. Consciously learns and practises management skills to mobilise Others.

	
	
	The Peter Principle (Manager).
	

	II
	PROFESSIONAL-manager. MIND
	‘Doing’ - management.
	Accidental Manager. ‘to do management’. Retains focus on professional competencies. Accepts Management Authority (promotion), and responsibility for Others, as an additional duty or additional task to be done.

	I
	PROFESSIONAL. BODY
	‘No’ - management.
	Professional/Specialist focus. ‘Self’ Confidence in one’s own personal professional competencies or specialist skills. 


Fig 2. The Making of a Manager.

Case Study Analysis 

A Case-Study is a partial and incomplete description of a ‘real life’ ‘messy’ problem situation (open system), pertaining to a unique context, at a specific point in time. 

A Case-Study Analysis is merely a means, or an opportunity for, testing a students’ creative problem-solving and decision-making skills, in an idealised (closed-system) environment, through the creation and analysis of a wide variety of different solutions to a particular ‘messy’ problem, which does not inherently have a single ‘right’ solution. 

A Case-study analysis is also a useful vehicle for the exchange of different views and experiences amongst the members of a problem-solving group. 

The problem situations normally considered by the leading Business schools (i.e. MBAs) tend to focus on the strategic problems and issues faced by the CEOs of large, multi-national companies, which are usually far-removed from the real-life situations actually experienced at operational and middle-management levels by the majority of MBA students. 

Background 

Management case teaching appears to have commenced at Harvard University in approximately 1909 and has developed into an “almost religious devotion to cases”. 

Today, case-based teaching occurs in most post-graduate management education programs, especially in MBA programs. It is common to find strategic management texts where the case studies take up more of the book than the authors’ exegesis of the principles. Many texts also provide guides to case analysis and some courseware to lead the student through the cases. 

The case method ranks highest as the primary method of instruction by authors who have reviewed educational methods in strategic management. In an area such as strategic management, it makes little sense for educators to explore the theoretical issues in isolation from organisations in which the principles need to be applied. 

Yet cases have applicability to any problematic field - they add a richness to theory by showing how it can be applied to real life situations faced by the manager where the consequences of choices (i.e. decisions) may be irreversible. 

Although case studies are used widely in higher education, there is little research to demonstrate improved educational outcomes compared with other experiential teaching methods.

Teaching case-study analysis. 

Despite the abundance of electronic media and other technologies to enhance education, it appears that educators have a tendency to lapse into a model where the student receives and the educator gives. 

The case method relies on the educator being willing to accept that educational effectiveness is more likely with an “active” or “participative” learning style than the traditional “passive” approach. 

The emphasis is on ‘learning by doing’ 

Engagement in the case study provides concrete experience; defining the problem develops abstract conceptualisation. The student then engages in active experimentation to produce solutions, and finally engages in reflective observation.

 Moving to case-based teaching is difficult because it changes the locus of control within the classroom from being centred on the teacher’s knowledge to a fully participative group discussion. 

In an undergraduate environment, this shift may be even more threatening as large class sizes frequently make student-centred approaches to learning quite costly and more difficult to co-ordinate. Mass lecturing and multiple choice testing seem to be the easiest way out.

Listening to lectures does not provide the skills to solve real management problems in real management contexts - the case method attempts to solve the problem by en-abling the understanding of the theory by application to real business issues. 

The aim is to develop the skills to solve real management problems and to use the experience of others as a source of knowledge. 

The richest cases require decisions to be made and multiple choices for the manager. 

A case used in learning must have enough information to discard. 

Although a case used in education is often written from the viewpoint of a particular management discipline, the case writer aims for a problem situation that is not disconnected from a broader environment, and therefore may need skills and understandings from a variety of disciplines to cogently answer. 

Marketing case-studies have connections with strategy, ethics and human behaviour. 

The case method is particularly suited to those who would benefit from exchanging their views on problematic concerns. 

In China, for example, managers are facing the pressures of changing from a centralised (planned) to a market economy, and few issues have established precedents. There is therefore a need to move away from rote learning of the “right answer” to the challenges of decision-making and the process of debate which characterises the case method

Chinese students appear to welcome this change, and readily accept cases, although not the same teaching methods used in the West. 

There is no evidence, based on national culture, that case studies are restricted in their usefulness, although they may need to be taught differently. 

The case-study method of analysis is therefore intended to help develop certain skills needed by the manager, namely 

1. creative thinking skills; 

2. analytical thinking skills; 

3. theory application skills;

4. communication skills; 

 5. interpersonal (social) skills; and 

6. Self-analysis. 

It could be argued that the latter three skills could be, and already are, developed by other parts of a general education program. However, all the above skills become inter-related during case-work, as they are in general life. 

Perhaps more critical for the lecturer who uses case studies is the issue of how cases are taught. 

Despite the potential of cases, as mentioned above, it is possible to find them taught in a manner which is too teacher-centred. 

The predominant form of use in South Africa is very teacher-centred, despite the promise of a democratic learning process. 

The case teaching process is seen as choreography, where the lecturer orchestrates the oral discussion and case study write-up. Despite the claims that there is “no right answer”, students feel pressured to take a stance - even in deciding to take a role as problem solver, practical thinker, or disciplinary thinker. 

The nature of the questions set, and oral guidance of the lecturer, take the student down a predetermined route where they may deliberately use an inappropriate theoretical model because they think the lecturer expects it. 

The class discussion may orchestrate a definitive result, or students may engage in a combative style in the amphitheatre, with a winner and loser. This mode of education falls far short of the democratic ideals of the case method and particularly appears likely to alienate women. 

A challenge for the lecturer is to help the students to be incisive and thorough in their analysis. Superficiality can be a product of factors such as insufficient theoretical tools to start work on the case, lack of attention to key facts and issues, and a lack of willingness to think creatively about alternative “solutions”. Using cases which are not rich enough in the complexities of organisational life may encourage a perfunctory analysis. 

Cases which have multiple routes for analysis encourage the student to think about broader issues, especially the behavioural and organisational. 

Cases are of necessity a slice of organisational life; and inconsistencies, uncertainties and shortages of information are all part of organisational life. The frustrations they may introduce reflect those of the real lives of managers. 

Provided that the limitations of the case-study method are recognised:- case studies will still continue to have much to offer in management theory, education, and research. Students will often find occasions when they can apply the principles of a case to their own particular situation. 

Management students will continue to need to study cases which are relevant to the management practices and the organisational contexts of the 21st century. 

The challenge ahead is to re-assess the methods of the lecturer to produce a truly collaborative learning environment where the student can feel free to think laterally about the case. Cases can be taught in different ways, especially as used for on-line education. Teaching with new technologies poses challenges for educators that are yet to be seriously tackled. 

Academic Researchers, in particular, will continue to use and develop cases to explore and create new theoretical perspectives and insights into management theory and practice. 

Problem-solving and decision-making 

Companies fail because managers fail. 

Management incompetence is the management’s inability to decide the specific actions necessary to maintain a company’s financial health and competitiveness. 

Managers fail despite the fact that they have read books, attend courses, and have been exposed to concepts and procedures in their businesses. They fail because they have only a fragmented knowledge which does not enable them to formulate complex problems requiring appropriate decisions and actions. 

Management must have skills enabling it to evaluate such situations and to specify several possible courses of action. These alternatives must then be weighed, and the best possible action must be taken. 

This requires analytical skills which the managers that fail just do not possess. 

These skills include an ability to differentiate between ‘symptoms’ and ‘problems’. 

Both practising managers and students of Management have a variety of experiences and knowledge of a limited number of individual functional areas. 

Students may have the required backgrounds in marketing, production, personnel, and financial management, while managers may have experience, and knowledge in specific areas in which they function. However, despite acquired knowledge, students are mostly ill-prepared for the study of General Management. 

Similarily, managers are also poorly prepared to handle the present complex problems, despite their exposure to management development programmes and attendance at seminars. 

The critical skills required can be learned, to a certain degree, through the repetitive application of case-method problem-solving techniques. These skills cannot be acquired solely through seminars or lectures in the classroom.

The experienced lecturer does not provide the ‘right’ answers, but rather guides the students through a variety of problem-solving experiences, so that the student can develop and refine his/her own problem-solving and decision-making skills through exposure to various case situations. 

In acquiring the necessary analytical skills, the student develops new ways of thinking. He/she realizes the necessity to integrate his/her past experience, skills and knowledge, acquired in functional areas, so that he/she can aim at optimizing, or satisfying, the whole situation instead of optimizing sub-functions. 

Comprehensive, multi-departmental, and multi-industrial cases that present real life situations place the student in the role of an analyst, in order to practice the knowledge learned and/ or experience gained. The student seems to gain the most when assuming the role of consultant to the company represented in the case. As in the real world, knowledge of, and information about, the situation illustrated in the case, is limited. 

This forces the student to carry out the analysis using the best available information. 

To achieve all the outlined objectives, cases representing complex situations and issues cannot be analysed by relying merely upon one’s assumed knowledge or intuition. More structured and systematic methodologies have to be applied. 

In this systematic approach, the premise is, that failures in the managerial performance of the basic functions and sub-functions, underlie the departmental, and company-wide problems. 

A possible structured approach to analyse a complex case-study, particularly at the CEO strategic level, is as follows:- 

Step 1. Identify and clarify what you consider to be the major ‘problems’. Remember ‘symptoms’ are not necessarily the ‘real’ (or root cause) problems. 

Step 2. Identify and clarify what you consider to be the minor ‘ problems’. Consider in turn the different functional areas of the business, where appropriate; 

a) marketing? 

b) finance/accounting? 

c) organisational/people? 

d) productions/operations? 

e) company wide? 

f) industry wide? 

Of course, in a particular problem situation, there may only be a single problem, or problems, in just one of these areas. 

Step 3. Policy or Management problems? a) policy issues? b) managerial issues? 

Step 4. Identify rejected solutions, or possible alternatives. Explain your reasoning for rejecting certain alternatives.

Step 5.There is never just one ‘right’ solution to a ‘messy’ problem. 

Suggest possible solutions, or courses of action, needed to resolve your identified problems. 

This exercise is an opportunity to develop your creative and analytical problem-solving skills. 

Justify your analysis and proposed solutions. 

Again work through your problem list (i.e. steps 1, 2 and 3) in a systematic manner, since your ‘solutions’ may be addressing two or more inter- related problems at the same time. 

Steps 6. Explore the possible, and likely, consequences of your choice of ‘solution’. 

Consider possible contingency plans, in the event that your ‘solutions’ do not work out satisfactorily, if implemented in practice. 

The above systematic format ensures that all possible problem-areas are taken into account in your final recommended solutions, or future courses of action. 

The analysis of financial/accounting data i.e. income statement/balance sheets, is facilitated by first calculating the essential financial ratios i.e. 

I. Profitability III. Leverage 

1. Net profits/Net worth 

2. Net profits/Net sales 

3. Net profits/Net Working capital II. Liquidity IV. Turnover 

4. Current assets/Current debts 

5. Fixed assets/ Tangible net worth 

6. Inventory/ Net working capital 

7. Funded debt/Net working capital 

8. Current debt/Inventory. 

9. Total debt/Tangible net worth 

10. Current debt/Tangible net worth 

11. Net sales/Net worth 

12. Net sales/Net working capital 

13. Net sales/ Inventory 

14. Collection period 

In summary, the primary objective of a case-study analysis is the acquisition and development of 

problem-solving skills; 

analytical - thinking skills; and 

creative - thinking skills; 

and that possible solutions are only ‘right’ or ‘valid’ when supported by a thorough and comprehensive analysis. 

Your case-study analysis must demonstrate a detailed, consistent, and logical reasoning. 

That is the acid test to determine whether or not you possess either the potential or actual, problem-solving/decision-making abilities, and sound judgement, essential to be managerially effective at the operational, tactical, or strategic levels. 

Wisdom, and sound judgement, come from the practical experience of managing people, not from classroom teaching. 

A written analysis of a case-study, particularly at the CEO strategic level (Third year), should therefore address the following topics: 

1. Major vs Minor ‘problems’ (analytical thinking). 

2. Organisational, people policy, management ‘problems’ (analytical thinking). 

3. Recommended ‘solutions’ (creative-thinking,) with justifications (logical reasoning). 

4. Consideration and evaluations of ‘rejected solutions’ - why? 

5. Feasibility and implications (consequences) of implementing your recommended ‘solutions’, as well as possible contingency plans. 

Of course, in simple situations, i.e. Caselet studies at the first-line and middle-management levels (see section 6) ,the steps identified above will be much simplified, since there may only be one readily identified ‘localised’ problem - whose ‘solution’ may be fairly ‘obvious’, and the alternatives very limited. 

Case Study Analysis: Summary 

1. First, study the case carefully, identifying the management principles involved, where possible. 

2. Gain as sound an understanding as possible, within the time available, through private study (e.g. further background reading) that is not specifically included in the written case. 

3. Apply the systematic analysis methodology - steps 1 to 6 above.

4. Discuss your analysis and conclusions with your colleagues, or other group members, to obtain constructive feedback, as well as understand alternative approaches (i.e. solutions) proposed by Others.

Middle-management is the transitional bridge between operational management, at the ‘customerface’, and Top management (CEO), at the strategic ‘corporate face’.

CASE 1A-1

Mary Roberts had been with the company three years when she was promoted to Manager of the tax department which was part of the controller’s division. 

Roberts started with the company when she graduated from college as an accounting major. She entered the organization as a management trainee, and during the one-year program she demonstrated considerable leadership ability as an informal leader her peers. Mary also impressed many senior managers in the company with her sense of responsibility and her willingness to work hard. All of her training assignments were completed on time with considerable skill for an inexperienced person. Since she was very interested in tax accounting, Roberts was assigned to the tax department to be developed further as staff accountant. 

Within four months she became a supervisor of ten staff as staff accountants to fill a vacancy created by an unexpected early retirement. Her superior believed her to be the most qualified individual to fill the position even though others in the department had more experience in tax accounting. None, however, demonstrated leadership ability or the commitment to work that Mary possessed.

The tax department manager was promoted to fill a vacancy in the financial planning department eight months later, and he recommended to the controller that Mary Roberts be promoted to fill the position he was leaving. He mentioned that her work was excellent and that she was a very effective supervisor.

The tax department had 45 employees including 3 supervisors, 10 clerical employees, and 3 typists. Several people in the department were senior personnel with 10 to 30 years of experience in tax work. Some of these were more technically knowle dgeable in taxation than Mary. 

There was some resentment in this group that so young a person was made a department head, and three of these people were particularly upset because they desired the promotion and felt they deserved it. What made them even more upset was the fact that the tax manager did not discuss the promotion with them.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. What can Mary Roberts do about the resentful senior employees?

2. Can higher management do anything to help Roberts make the transitions to greater responsibility?

3. Will her lack of technical knowledge hinder Mary’s managerial effectiveness?

4. Should Mary’s superior have discussed the promotion with the senior employees before announcing it?

5. Could some of the resentment be based on the fact that Mary Roberts was a young woman?

6. Should she have turned down the promotion to gain more technical experience?

7. Can a person turn down such promotion without hindering her career in the company?

CASE A1-2

Leo Harris, one of your assistants in a fire insurance company, is in charge of a group of clerical workers who review changed policies, endorsements, and riders, calculate commissions, and maintain records. 

He is very meticulous, and everything coming out of his group is perfect. He does not delegate authority and responsibility but rechecks in detail all the work turned out by his group. He keeps turning back to them careless and inaccurate work until it is perfect. As a result he is busy from early morning until late at night doing detail work and neglecting his role as supervisor.

His workers have figured him out and are taking it easy. They do slap-dash work and correct it as often as he returns it. You are afraid that Harris is overworking and heading for a nervous breakdown. You have told him in general terms to delegate authority and responsibility and to discipline his group. 

He says that you just can’t find people any more who have pride in their work or concern for the company and that if he fires any of his people or they quit the replacements would probably be worse.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. What are some of the reasons why people do not delegate authority and responsibility?

2. What are Harris’ responsibilities as a supervisor?

3. Which can he delegate?

4. How should he go about delegating them?

5. What are some of the leadership characteristics that Harris lacks?

6. How can you go about developing them in him?

CASE A1-3

The general manager has hired the services of a personnel administrator but has purposely not defined the newcomer’s role in the organisation.

You, a line supervisor, have become involved in several arguments with this personnel administrator when he attempted to relieve you and other supervisors of the authority for transferring and promoting employees, changing pay rates, and other matters on which he should only be advising line management. You feel that he does not have the proper perspective for his job and that he is trying to take over more and more power in order to create a good job for himself.

You have mentioned this usurping of authority to your boss, the general manager, and have asked him to define the personnel job. The boss has answered that he is allowing the personnel administrator to find his own niche in the organization. You feel that the morale of the people in your department will suffer unless the personnel administrator’s position is made clear.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. Discuss the above situation from a line point of view.

2. Discuss the situation from a personnel administrator’s point of view.

3. Develop a practical working relationship based on the principles of good organization.

4. It is desirable to allow the personnel administrator to find his own niche in the organization?

CASE A1-4

Bill Corwin was employed by a large bank for several years. He started as a messenger, then was assigned to a branch. He progressed in this branch from a bookkeeping clerk to a platform assistant. 

In this position he had a variety of duties largely centering on administrative assistance to the officers of the branch.

The bank’s many branches were divided regionally, each region having a group of officers responsible for the branches in that region. Bill was transferred from the branch in which he had worked for 12 years to a branch in another region. At the time of his transfer he was told that the branch was completely “run down” as to operational procedures and systems. The branch had a normal complement of 4 officers and 35 staff members. One month prior to Bill’s transfer, one of the four officers had retired, and two weeks after this retirement the branch manager was hospitalized with a serious illness.

When Bill arrived at his new assignment, he found a rather demoralized situation. Complete lack of interest was shown by the two remaining officers and the rest of the staff was not properly trained or disciplined. The two officers did not know Bill, and they were informed by the regional office that he was being assigned to the branch as a platform replacement for only two weeks.

During his first week at the branch Bill discovered that the senior clerks were not qualified to train other staff members, customer complaints were rampant, there was both a record of excessive absenteeism and excessive overtime, and the branch had received very poor audit reports by the bank’s internal auditors with the same major exceptions reported on the previous four audits.

After two weeks Bill was called to the regional office and offered the job of operations officer. He was told that he would receive the official title in two months, He was also told that the present operations officer, who had held the job at this branch for seven years, was to be relieved of all operational responsibilities and that he would be instructed to work with Bill until the branch was functioning effectively.

Bill returned to the branch and started on his assignment. He found the former operations officer cooperative for about one week. Bill then decided to go ahead without the help of the former operations officer. 

Over the next three months he worked almost every night until 8:00 or 9:00 p.m. He tried to correct the problems that had developed over several years. The training of employees involved considerable time, and he found it necessary to release 12 clerks who were causing trouble in various ways. The remaining staff and replacements started to function smoothly. 

He received his titleas promised. 

Then the branch manager returned to work after his prolonged illness. A week after his returned he called Bill to his office and questioned his efforts in the branch. He told Bill that the former operations officer had mentioned that he was an upsetting influence in the branch, had fired several good people, did not know his job, and that he left his job early several days a week.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. If you were Bill, how would you answer the branch manager?

2. Did the regional office handle Bill’s transfer properly?

3. What should be done by the regional office now?

4. Do you believe that Bill can function effectively as a manager in this branch?

CASE A1-5

In the past two years Horton Manufacturing Company had expanded very rapidly. It was producing a unique electronic device, and sales were excellent. 

Because of this expansion many additional employees were added in most areas of the company’s operations. This increased staff required more first-level supervisors, and these people were largely promoted from the existing work force. In most instances the supervisors were chosen because they were efficient and dependable workers who knew their jobs well. The rapid growth of the company caused much overtime work, and many employees became used to the extra income this provided. Horton was a nonunion company and had a very good labour relations record.

When employees were promoted to supervisory positions, they were considered members of management, and they became salaried employees. They usually entered the salary range for the job just above the minimum, but were considered for increases in six-month periods until they reached the midpoint of the range after which annual consideration took place. Thus a newly appointed supervisor who performed well could reasonably expect three or four increases in the first two years on the supervisory job. Supervisors, however, did not receive overtime pay which was restricted to the hourly paid factory staff and the nonexempt office clerical employees.

In the past six months ten people had been promoted to first-level supervisory positions. Eight of these were in manufacturing and two in the office administration area. All of these people along with eight more supervisors are now confronting the company’s president with the fact that they are now earning less money as a supervisors than they did as line employees when the regular overtime they worked increased their pay. They were quite adamant about their position, believing that they had more responsibility and were working harder than ever. They firmly believed that they deserved overtime pay or a higher salary.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. What should the president do?

2. Are the supervisors justified in their complaint?

3. Should supervisors be paid overtime?

4. Could the company have planned their growth and promotion process more effectively?

CASE A1-6

You supervise a group of 15 people of various specialities who were drawn from other groups in the company and brought together six months ago to work on a project. The work requires constant interaction between the various specialists in the group. They were cooperating well until two weeks ago when, on March 1, you brought up the subject of scheduling their summer vacations.

You told them to decide among themselves when each one should take his vacation, since they knew which people could be absent at the same time without disrupting the work. You gave them sheets listing the amount of vacation each was entitled to because of length of service. The periods are one week, two weeks, three weeks, and four weeks. You reminded them that company policy forbids split vacations, off-season vacations, and vacation scheduling that disrupts production.

Although seniority governs vacation scheduling for hourly workers in the shop, it has never been established as a policy in salaried groups such as yours. The company has always stated that the requirements of the would govern the scheduling.

Since you turned over the vacation scheduling to your group, the opportunists are buzzing around making deals that will fix themselves up with the choice schedules. People are aligning first with one faction and then with another, whichever will give them best deal. A few are refusing to deal on the grounds that their seniority or status should entitle them to first choice. All this political manoeuvring is taking up time and interfering with the cooperation that is essential to the progress of the work.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. What should you do now?

2. How should a supervisor go about setting up policies in a newly formed group?

3. What cautions should a supervisor observe in bringing subordinates into decision making?

4. How much time should be allowed between bringing up a problem like this and forcing it to a solution?

5. How can the supervisor ward off problems of conflict between status and seniority?

CASE A1-7

Cliff Morton, a recent college graduate, was hired by the Capital Casualty Company as a trainee in the safety engineering department. 

After completing a six-month training program, his function would be to conduct inspections of prospective policyholders’ places of business to determine whether or not safety practices and equipment were in use and to make appropriate recommendations to the Capital underwriters about the extent of the risk involved.

Morton progressed through the program effectively and was now in the last stage. He was being introduced to the territory he would take over by an experienced safety engineer who was being transferred to a larger territory. Each engineer worked out of his home, appearing at the office only on Mondays for a departmental discussion meeting. The requests for inspections were mailed to the experienced engineer’s home, and rush inspections were telephoned to him.

Each engineer planned his own daily itinerary of inspections, completing the reports at home and mailing them in to the office each day. Cliff Morton found that by carefully planning his daily route in the territory, he could easily make 16 to 18 inspections and complete the reports in a normal work day. During his first week alone in the territory, he averaged 16 inspections a days.

The following Monday, at the departmental discussion meeting the engineer who had introduced him to the territory called him aside and admonished him for turning in so many inspections each. “You’ll ruin it for us; we only turn in 8 or 10 each day. If you want to do 16 or 18 a day, go ahead, but only turn in 8 and then take a day off. No one will know”.

Cliff didn’t know what to say or do. He was ambitious, but he also knew he had to get along with his fellow employees

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. How should Cliff Morton handle this situation?

2. Is peer pressure to slow down something that management can control?

3. How can such a situation arise?

4. Can a new employee be effective if he resists group pressure?

CASE A1-9

You are the head of a large department and several supervisors report to you. Recently you were confronted with a knotty problem. It seems that one of the supervisors had gotten into a loud and disagreeable argument with an employee. You called the supervisor to your office to hear his story.

The supervisor admitted losing his temper and shouting at the employee, but he believed it was justified. He had been observing the employee over the year the man had been with the company. During this period the employee had been frequently late, and his absentee rate was above average. In addition, the supervisor went on to say that the employee was a socializer on the job, frequently leaving his work to talk to other employees and to use the telephone for personal calls. The supervisor then said that the proverbial last straw caused his outburst. The employee had come in late, and after about an hour of work he made a telephone call which the supervisor had timed as lasting 14 minutes. The supervisor then started his tirade. The employee denied being on the telephone that long, the supervisor called him a liar, and they continued the vituperative exchange which ended when you called the supervisor to your office.

After listening to the supervisor, you asked him if he had disciplined the employee before, since apparently he had a poor record. You also asked if the employee had been placed on probation or had been warned. The supervisor looked at you sheepishly and seemed reluctant to answer. You pressed him, for an answer, and he finally blurted out that he was afraid to discipline the employee because he was black. He stated that the impression he had from you and higher management was that black employees should be given special treatment so that they would feel welcome and not discriminated against. He felt the company wanted to impress the public with its forward-looking employment practices and didn’t want any trouble with the black community. As a result, he was lax in discipline and had kept a hands-off approach with all black employees until his outburst. He said he couldn’t stand it any more, and the 14-mintue telephone call caused him to lose his temper.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. Why would a supervisor find it difficult to communicate with a black employee?

2. Could the company have done anything to offset the misunderstanding the supervisor 

apparently had about the treatment of black employees?

3. To what extent did the supervisor’s lack of communication encourage the employee to 

think his behaviour was satisfactory?

4. What would you now tell the supervisor?

CASE A1-10

There were six major banks in the city. All of them were affected in various degrees by a cost squeeze prevalent in the banking industry. Two of the banks laid off several hundred employees. Ajax Trust released 250 people, including 60 officers. Benson Bank released 600 employees, including 90 officers. Rumors permeated the industry and many employees were worried about their jobs. The Cortland Trust, the fourth largest bank in the city, announced the release of 700 employees, 200 of whom were officers.

Now the rumors became really heavy. The Hawthorne Trust Company, second largest in the city, had no intention of releasing any employees. Even in the deep depression of the 1930s, no employee had ever been released because of poor business. The senior management of Hawthorne simply planned to let a no-hiring rule and normal attrition handle the problem.

They were a conservative group and felt that any announcement of their decision might appear to be flamboyant in the banking community, so no mention was made to the press or to the employees of the bank. It was felt the employees would understand the bank’s tradition of no releases due to business conditions, which wasn’t a stated policy but had a long history. Over the next several weeks, many supervisors reported poor morale, jittery employees, and a drop in productivity. All of this was traced to retrenchments in competitor banks and the ever-present worry that Hawthorne would be next.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. Comment on senior management’s decision not to announce their decision to either 

employees or the press.

2. Should they have told employees?

3. Was too much emphasis placed on traditional behaviour?

4. If you were employed as a supervisor at Hawthorne Trust, what would you do to cope with the problem?

CASE A1-11

Bob Ford was a management trainee in a large casualty insurance company. 

He had been hired 18 months previously and was only now in the latter stages of the program. His present assignment was in one of the large branches the company had in an urban center. Most of his work involved experience analysis of the many large policy holders serviced by this branch. John Crane, the branch manager, had mentioned the possibility of a permanent assignment to the branch when the training period was completed. Bob reacted favourably, since he admired Crane and they got along well. During a recent review Crane told him that he was the best trainee assigned to the branch since Crane had been manager. Naturally Bob was pleased with his compliment and looked forward to the promised permanent assignment.

An opening developed at the branch when one of the senior analysts was transferred to company headquarters. Though Bob had not fully completed the training program, Crane offered him the position, thinking him fully qualified for the opening. Bob accepted and was told by his boss that the formal request was going in to the headquarters personnel department that day and he should be ready to move into the job in two weeks, when the incumbent’s transfer was to take place.

Crane went to the company’s headquarters the next day for a meeting with his superior. In the course of the discussion Crane was told about the company’s affirmative action plan, which they were required to file under fair employment practice legislation. Crane’s boss went on to say that the company had to promote more women to responsible positions, and since there was an opening in Crane’s branch they were going to promote a young woman in the management training program to fill the opening. This woman had only been with the company 11 months and still had a considerable learning period to face.

Crane was flabbergasted and told his boss of the offer to Bob Ford and its acceptance. The boss refused to listen and said that adherence to the affirmative action plan was paramount, since the company’s record was less than desirable in the area of equal employment opportunity. Crane asked what he was going to tell young Ford, and the boss replied, “Tell him not to worry; he’ll get the next opening”.

“Why, all we are doing is practicing reverse discrimination and not paying much attention to qualifications either”, said Crane. “That’s about it”, the boss replied.

1. Should a company practice reverse discrimination to comply with civil rights legislation?

2. What can Mr. Crane tell Bob Ford?

3. What should Ford do?

4. What are the moral arguments pro and con for affirmative action program to reverse discrimination?

CASE A1-12

Bob Jensen is the chief engineer of State Electric and Power, a large utility company. State, a progressive company, had been conducting research for several years in a search for more effective ways to produce electricity. Most of the plants used either oil or natural gas to develop energy, and it was obvious that the other sources had to be explored.

Jensen had been with State Electric for 30 years, and he was considered an excellent, innovative engineer who was very conservative in his relationships with peers, superiors, and subordinates. During the last three years he served on the company’s research committee which monitored both the research efforts and the budget needed to support them.

Among the projects being studied were solar energy, methane gas derived from garbage and other vegetable waste such as corn stalks and nuclear energy. The most promising possibility seemed to be nuclear fuel. Many other utilities were using it and they appeared to have few problems with its use. Records of other plants around the country were checked, and after considerable deliberation top management decided to go ahead and file for a permit with the public utility commission (PUC).

Jensen was asked to assemble an engineering team to work on the project, and he turned to his brightest people, all of whom he believed would jump at the chance to work on the project. He was right about the first four he spoke to. When he asked 

Don Henry, a brilliant young engineer, he was met with a cold stare. “If this company wants to go nuclear, I’m not going to help it” :What’s more, I’II testify against the permit at the PUC hearing”.

1. What should Jensen do about Don Henry?

2. If an employee is unhappy with his company’s plans should he do more than quit?

3. To what extent is Don Henry being unreasonable?

4. What might his future be?

Case A2-1

Helen Flagg was an outstanding sales person in the Ajax Discount Store. She knew the products well, kept up to date with her recordkeeping and was willing to work overtime whenever necessary. None of her co-workers came near her level of overall sales performance. 

Because of this effective record Helen was promoted to manager of the children’s-wear department. Almost from her first day in the new position trouble began to occur. Flagg complained about her subordinates’ lack of motivation and dedication, feeling that they were overpaid and that many should be fired.

Naturally this caused difficulty in the department, and two of the better sales people quit abruptly. Flagg’s superior discussed these problems with her, but after several such discussions Helen still couldn’t unders

tand why she should approach her job differently. 

Finally her superior offered Helen her old job back as a salesperson with no cut in pay. At first Helen was happy about this switch back to her old job. No more problems with those lazy employees. But then she became worried about her lack of success as a manager, and this caused her sales to fall. Even though her boss reinforced her on several occasions, telling her that not everyone can succeed as a manager and that excellent sales people are very valuable to the store, nothing seemed to give assurance to Helen Flagg

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. What can Flagg’s boss do now?

2. Should she have been demoted back to her old position? Why? Why not?

3. Why was she promoted in the first place?

4. What might her superior have done to help Helen in the managerial assignment?

5. What kinds of problems might Helen have with co-workers when she was back in her old job?

CASE A2-2

The L. J. Thomson Company, a large chain store operation, recently reorganized their structure after a six-month study by an outside management consulting firm. 

Prior to the reorganization each branch outlet sold company and other products for both retail and wholesale. Retail sales were made to customers who came to the branch while wholesale sales were made by sales representatives who called on customers in the branch marketing area. These sales representatives handled large sales to other retailers and industrial firms who bought in large quantities.

The consulting firm suggested separation of the wholesale and retail business into profit centers so sales could be more carefully measured and costs more accurately determined. Wholesale sales representatives were moved out of the branches and combined with the sales force from adjacent marketing areas into regional wholesale sales offices. Because the retail branches maintained the stock of merchandise, they performed the ware-housing and shipping function for the wholesale selling force. In a ddition returns and adjustments were handled by the retail branch since it retained the clerical force in existence before the reorganization.

Ben Dixon was the manager of one of the new retail branches.

He had been in charge before the reorganization, and he resented his assignment to the retail branch, believing that wholesale sales were easier and more profitable. He was particularly angry to be saddled with the responsibility for warehousing, shipping, returns, and adjustment. Clerical work was costly and he simply didn’t believe that the transfer credits to cover costs which the branch received for handling all but the sales function for wholesale selling would really fully compensate the retail branch. He felt he was in a “no -win” situation, be lieving it virtually impossible to show a profit. He was telling anyone who would listen that the new organization would not work.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. Was the new organization structure a sound one?

2. Should Dixon give it more time before concluding that he was in a “no-win” situation?

3. Could his opinion be based on the fact that he resented the retail assignment?

4. Could the organization have been designed differently? Explain.

CASE A2-3

The new dean of the graduate business school at Gibson University was anxious to build student morale, which he had found to be rather low due to the autocratic regime of his predecessor.

After a lengthy meeting with the governing board of the student organization, he agreed to their request to allow a student-developed and -administered faculty evaluation program to be instituted. 

The students wanted to publish the results, so that they could be used in promotion and tenure decisions and also demonstrate to the faculty where they stood in student opinion of their classroom performance. One of the students’ central arguments was that many faculty members were poor classroom teachers, though they might be good at research and writing. Another was the student opinion that several faculty members were remote and difficult to see after class.

The dean believed the idea a good one, and one which would help establish his popularity with the student government. He didn’t believe the faculty would mind the evaluation, and the results could be used by department chairpersons as a part of the faculty development process, Because the dean thought highly of the idea, he didn’t bother to discuss it with any of the department chairpersons or other faculty members.

It was announced in the student newspaper the following week, and the forms were distributed in classes during that week. One of the school’s best known full professors, who had a world wide reputation for incisive writing and provocative research, received a poor rating because of a foreign accent which was sometimes difficult to understand and his impatience with what he considered stupid questions. Many senior faculty members received inadequate ratings. The highest ratings seemed to go to young, nontenured faculty who were close to the students in age, grooming, and behavior.

The uproar among the majority of the faculty was deafening, and the dean was confronted by a committee of department heads who told him the rating system had to go or he would lose significant numbers of his most qualified faculty members and department heads.

THINK?

Before answering the questions below or discussing the case with others, try and work through systematically the Case-study Analysis steps 1 to 6 described in section 5.

CONTEXT?

All managers make decisions within their own unique context. Identify the context of the key manager/supervisor decision-maker in this case-study.

1. Did the dean introduce the program effectively?

2. What should the dean do about this ultimatum?

3. Discuss the pros and cons of student-run faculty evaluations.

4. What implications are there in these programs for the business world?

CASE A2-5

Because of a number of new product introductions, and the modifications of several existing products, the marketing director has decided to issue a new sales manual to its sales force.

The present manual is pocket-sized, about 5 by 8½ inches, and is bound in book form. To make the new manual more efficient and to allow for more product information on each page, the size is increased to 8½ by 11 inches, and the pages are in a loose-leaf binder so that they can be easily replaced without reprinting the entire manual.

When the new manuals are issued you notice Sam Jeffries, an old-timer on the sales force, carefully cutting the 8½ by 11 pages down to 5 by 8½ inches and asting them over pages in the old manual. When you ask him why he is doing this, he tells you that the old manual fits in his pocket, and he doesn’t want to carry a big loose-leaf binder around.

1. What went wrong here?

2. Is it worth the effort to try to convince Jeffries to use the new manual?

3. Should cost factors be the only criteria in methods improvement?

CASE A2-6

Delta Finance Company wanted to increase productivity in its typing pool operation. There were 300 typists of varying skills and speeds in the operation. Rather than establish individual performance standards, which management felt would be difficult to administer, the Head of the typing pool decided on group standards.

Ten groups of 30 typists each were created, and each was given a production quota. Work measurement analysts fully realized that some typists in each group were more rapid and accurate than others. They also were aware that some typists, while slow, were very accurate and that others who were rapid made more errors. They also had to contend with the relatively frequent influx of new typists who would slow group production, since the job had high labour turnover.

The ten groups were created with as equitable a mixture of talents as possible, and the incentive system was designed so that when a group reached its quota all members shared the bonus equally. Merit pay increases were continued to allow for and reward individual performance differences.

After the system had been in use for six months, the company found that the rapid, accurate typists resented sharing the bonus equally with slower employees. They felt that they were carrying the group and deserved greater rewards. This was the case even though the rapid, accurate typists received higher pay on a merit basis.

1. Can the company make this type of bonus system work?

2. How can the resentment of the more efficient typists be overcome?

3. How can team spirit be developed?

4. Should the company abandon the system and use only merit increase?

CASE A2-7

Dick Talbot had started with the company as an office boy at the age of 16. Now, at age 59, he was the training director and he was in trouble.

During his career, Dick had spent time in nearly every department. While none of his service was outstanding, he was a reliable, hardworking employee. Because of his varied experience, he had been assigned to the personnel department several years ago when the company started a methods improvement program and needed a trainer. Dick was sent to school by the company to become knowledgeable in the area of methods improvement, and he became very enthusiastic about the subject. Though he had never finished high school, the company had sent him to several courses on a variety of subjects, and he had done some reading on his own. He did not, however, avail himself of the company’s tuition remission plan which would have allowed him to go to school at night to improve his formal education.

He conducted several classes in methods improvement and then started a program for the preparation of procedure manuals. During this period the company grew rather rapidly and the training function expanded. 

Having no one else available, the personnel vice president promoted Dick to the position of training director. He also hired a young man with a master’s degree as 

Dick’s assistant.

As time went on, three more bright young training analysts with master’s degrees were added to the staff to meet the mounting requests for training programmes from the major divisions of the company.

The company was now conducting two management development programmes, one for first-line supervisors, and one for middle management, a college training programme for college graduates hired as executive trainees, a work measurement program, an orientation programme, and several skill programmes. 

In other words, the training department was now an important function, and Dick found that he was unable to cope with his increased responsibilities. 

He was afraid of the bright young men who worked for him but did not respect him. He couldn’t handle the dynamic executive trainees, and he found his lack of formal education a definite handicap. He postponed decisions and continually withdrew from controversy. He exercised no leadership and his assistant assumed the responsibility. He longed for the days of the first methods improvement program he taught. The world was passing him by; to escape, he started drinking excessively. His rate of absenteeism climbed and the personnel vice president spoke to him about the problem. Dick agreed too complete physical, as well as psychiatric help at company expense.

The personnel vice president kept Dick in his position as training director even though the department was being handled by Dick’s assistant, who by now was openly critical of Dick. After a period of treatment, Dick did not show any appreciable improvement and the personnel vice president wondered what to do next.

1. What course of action should be taken now by the personnel vice president?

2. What can be done with an employee whose position has outgrown his abilities and who has long service?

3. Is the personnel vice president at fault for promoting Dick in the first place?

4. Is it possible that he feels guilty about his error of judgement in Dick’s case and that is coloring his handling of the problem?

5. Should a company feel any sense of responsibility of promoting a man over his head?

CASE A2-8

In recent years the proof department of the Universal Bank and Trust Company has had considerable difficulty with labour turnover, absenteeism, lateness, and low employee productivity. 

The bank is located in a large city. The main function of the proof department is posting of cheques and other items against customer accounts. This means that items such as deposits, withdrawals, and cheques are credited or debited to the proper customer account as they are received by the bank. This work comes to the proof department from the bank’s 85 branches.

The proof department is located in a large office building in the city, and there are over 1,500 employees in the department. The posting is done on a proof machine, and the working conditions are factory-like. Each operator is given work by a unit head and then-using a machine which resembles a keypunch machine -posts the items. The work is quite simple, routine, and highly repetitive.

For the last five years the operator job has attracted only female applicants, most of whom are married women and not the heads of households. They are young high school graduates ranging form 18 to 30 years of age. The new operator stays for an average of two years, although a few stay with the bank longer and these are usually made unit heads.

If they worked at full capacity, each operator could process 1,500 to 1,800 items an hour, but the average is 500 to 700 an hour. Mondays and Fridays are days when up to one third of the force may be absent.

The Head of the proof department is aware of the problem, knows the work is boring, and realizes that a large majority of the workforce consists of minority group members who are young. The bank pays a competitive salary for this type of work, and its fringe benefits are similar to or better than most other employers in the city.

1. What can the Head of the proof development do about this problem?

2. If you were a unit manager in this department, how would you try to increase 

productivity?

3. Why do people take boring jobs?

CASE A2-9

Each year the company recruited 50 to 75 college graduates for its management training programme. This programme lasted 18 months, and successful trainees usually were placed in a low level managerial responsibility position at the completion of their exposure to the training. The program was highly competitive and, though selection was careful, approximately 25 percent of the participants were released by the company before they completed the program.

It was decided to expand the company’s promotion-from-within policy and allow present company employees to apply for the management training program along with those recruited from the outside. While a bachelor’s degree was necessary for the outside applicant, the company decided to waive that requirement for present staff provided they had a least five year’ experience within the company and had availed themselves of the company’s tuition remission program, and were presently enrolled in an evening bachelor’s degree programme at one of the colleges in the area. In addition, they would be required to take the same personality, aptitude, intelligence, and skill tests that outside candidates took. They would also be subjected to the same multiple and depth interviewing process that the outside applicant was given.

Lou Swanson met all of the requirements, having worked for the company six years since his high school graduation. After a variety of clerical jobs he had been promoted to a group leader’s job. After receiving the promotion, he enrolled at an evening college and was presently one third of the way through the bachelor’s degree programme. His job as agroup leader was not really a management position, since he had no real responsibility other than as a pacesetter in one of the large clerical departments.

Lou decided to apply for the management training program and made an appointment to see the personnel director. He impressed the personnel director

with his enthusiasm, apparent ambition, and interest in the company. Everything was going along very well until Lou stated that he could see no reason to take any of the tests that the department used in the screening process. He felt he had already proven himself in the company and tests were not necessary. 

He also felt they were an invasion of his privacy. Because of Lou’s adamant refusal to take the test battery, his application for the management training programme was denied.

1. Was the personnel director correct in refusing Lou Swanson’s application?

2. Should an employee who has a successful record in a company be subjected to testing for a job whose requirements are different than the one in which he is presently engaged?

3. Should Lou have applied for the training program feeling the way he did about the testing requirement?

4. Based on the information available, do you think Lou would have been a good risk for the training program?

CASE A2-10

Tom Merrill started with the company when he was discharged from the service at the end of World War II. He had been a combat pilot and had risen to the rank of captain. 

The company, a major petroleum firm, placed Tom in its aviation marketing division to take advantage of the knowledge he had acquired in the service. Tom was successful and progressed through various positions, receiving raises and promotions as time went on. Tom was sent to several company training programs to develop his managerial ability and was given continually increased responsibility. After several years in the aviation division, Tom was given a variety of rotational assignments in other divisions to broaden his knowledge of company operations.

Clearly Tom was a young man with a great future. During this period the company prided itself on its promotion-from-within policy, placing great emphasis on experience in company operations. Little emphasis was placed on education; several executives had not gone to college. There were many success stories in the company of people who had started in minor jobs and risen to high managerial posts. Tom, who had not gone to college, apparently was emulating this type of company success story. After serving in a variety of posts, Tom was assigned to the sales staff of the marine division.

He continued his pattern of success, receiving merit increases and promotions until he was placed in charge of marine sales, reporting directly to the divisionalvice president. Tom had participated in more company-sponsored executive development programmes, and these, along with his experience, had apparently developed him into a very capable, articulate administrator.

During the period of Tom’s service in the marine division, the company effected a change in policy. While it still basically adhered to a promotion from within policy, more emphasis was placed on education. College graduates were hired for executive training, thus bypassing the time-honored clerk-to-president approach of the past. Master’s degree holders were recruited for several understudy positions and, in fact, Tom had a few working for him.

Tom’s boss, the divisional vice president, was pleased with Tom’s performance and frequently told him so. Each year it was his responsibility to conduct a formal performance evaluation of those managers reporting to him. Part of the evaluation program provided for the ranking of peer group managers in the order of their worth to the company. This rank

ing reflected the opinion of the evaluator as well as his superior. 

For four years Tom was told that he had received a high ranking each year, and his raises reflected the esteem in which he was held. Tom questioned his superior about promotional opportunities and each time was told not to worry and to be patient. Tom did not press the issue, he was reasonably satisfied with his progress and was flattered by the high ratings he received. He began to reflect on his career, however, and wondered when he would be promoted. 

He had been with the company almost 25 years and was now 45 years old. He felt he could assume senior management responsibility and his ratings seemed to prove this. He also believed that a promotion must come in the near future or he would be bypassed by younger people in the company. 

He felt he was still marketable as an executive for another company but that if he waited much longer, he would be too old. After considerable thought in this vein, he decided to have a heart-to-heart talk with his superior. 

He opened the discussion by questioning his boss on the meaning and values of the peer-ranking aspect of the performance evaluation program. His boss told him it had considerable importance in determining a person’s promotability and the size of the annual increase. Tom then pressed for more specific information regarding his evaluation. While reluctant to do so, his superior then told him that he had been ranked number one for the past four years by both the executive vice president and himself. His boss went on to say that the size of pay increases Tom and received reflected this thinking and that he was now being paid a salary over the top of the range for his position. Tom then asked the logical question, “Why have I not been promoted?” His boss then replied, “It’s because of your lack of formal education. The company has decided that only college graduates will be considered for promotion to senior management positions.”

1. Do you feel the company is justified in the position they have taken with regard to the promotability of Tom Merrill?

2. Should Tom’s superior have told him about his rating and the decision about his promotability? Should he have been told sooner?

3. What should Tom do now?

4. Does a company’s management have any responsibility to communicate how a policy change may affect an employee’s career?

5. To what extent did Tom contribute to his predicament by not getting a degree by going to evening college during his career with the company?

6. Is the company placing too much emphasis on the value of a college education and by so doing, discriminating against employees like Tom Merrill?

7. Is there a possibility that there may be another reason or not promoting Tom, and his superior may have used his lack of education as a convenient excuse? If so, to what extent should a superior be frank with a subordinate when discussing his career?

8. Can the company justify paying Tom a salary higher than the top of the range for his position and still not promoting him?

CASE A2-11

Len Olsen, at age 55, had been with Douglas Manufacturing for 33 years. 

He had come to them as a young engineer right out of college. For the past five years he had been senior vice president in charge of plant operations in the main plant, which employed over 7,000 people. Len had come up the hard way, progressing slowly but steadily over the years. He was not brilliant, but he was a dependable, capable employee.

His dependability had caught the eye of Henry Steele when he was in Len’s present position. Steele liked dependable, steady subordinates, and he took Len under his wing. He and Len got along fine: Steele made all the decisions and Len carried them out without question. Three years before Steele retired, the company made him executive vice president in charge of manufacturing. It was at that time that he promoted Len Olsen to senior vice president. Nothing really changed in the relationship except the titles of the two men.

Though Steele had wanted Olsen to succeed him when he retired, he was not able to convince the company president. Instead, a 39 year-old senior vice president from another division of the company was promoted to the manufacturing executive vice presidency. Everett Jackson was the classic bright young executive with a great deal of drive and energy, well educated in managerial practice, with a superb reputation in the company. He liked subordinates who could make decisions, run with the ball, and accept responsibility.

Olsen, who was used to going to Steele with everything, just couldn’t figure out Everett Jackson. Every time he went to him for a decision, he was told to do it himself or present alternatives. He had never had to do this before, and he began to feel like a fish out of water. Jackson wasn’t very happy, either. He found Len a roadblock and promoted a bright young man to assist Len. Then he found himself working with the young man and around Olsen. 

After one year, Jackson decided he had to get rid of Olsen; and since no job could be found for him in the company, he was asked to take early retirement.

1. How can a manager who is used to one type of superior change his behaviour?

2. Could Jackson have done anything to change Olsen?

3. To what extent was Olsen’s fate decided by Henry Steele?

4. How can managerial obsolescence be avoided?

CASE A2-12

During the last 25 years, the Union Fidelity Trust Company had grown quite rapidly. Technology had caused several job changes and the elimination of others. However, company policy had always dictated that no employee was to be fired because of job changes or eliminations. Normal attrition was believed capable of handling any employee surplus problems that resulted from the job changes.

Two years ago a new president was appointed. He was 39 years old when he assumed the 

presidency of the bank. At about the same time the cost-price squeeze began to affect the banking industry, and Fidelity Union was no exception. The two largest expense items on the balance sheets of most banks are interest expense and salary and fringe benefit expenses. Since interest expense is a function of the money market and no one bank can control it, the obvious category for expense control lies in salaries. 

This fact did not escape the new president in his desire to maintain a reasonably high level of earnings for his bank. After discussing expense control with other members of senior management, he decided to introduce two new policies. One of these he thought of as a short-term policy subject for new employees. The other, which he wanted to be a permanent policy, was an early retirement program designed “to eliminate obsolete older employees”.

While the president realized that both of these policies would be controversial when he made the decision to implement them, he was surprised at the depth of the controversy. The early retirement policy was the most controversial. Each major division head was required to submit the names of those individuals who were considered least competent and candidates for suggested early retirement in the next year. The policy also allowed any employee over age 55 to request early retirement. In both cases, benefits would be less than those that would have been received if the employee stayed until the usual retirement age of 65, unless the retirement took place at age 60 or later. In such instances, the benefits would be the same.

The controversy seemed to center on the need for making the hard decision about who was “obsolete”. Though the division heads could refer to all past performance appraisals and discussion with the individual’s present supervisor, they resented having to make such a decision. Certainly a significant factor was that most of the potential candidates were long-service employees well known throughout the bank. The other part of the controversy related to the possibility of losing very capable employees, who under the policy could opt for early retirement if they so desired.

1. Why would the division heads be reluctant to make an early retirement decision regarding obsolete employees?

2. Could the new president have implemented such a policy differently?

3. What is wrong about an early retirement policy? What is right?

4. Could the new president’s age have anything to do with his decision?
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