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Introduction
This book comes to meet the needs of business management students in
commerce collages at Yemeni and Arabic universities , this book also
comes to meet the needs of employees, managers and researchers in the
field of management.
This book includes ten chapters, the first chapter dealt with introduction
to management, and the second chapter dealt with managerial system,
and the third chapter dealt with managers, and the fourth chapter dealt
with management history, and the fifth chapter dealt with management
and environment, and the sixth chapter dealt with management and
organizations, and the seventh chapter dealt with planning, and the chapter
eighth dealt with organizing, and the chapter ninth dealt with directing,
and the chapter tenth dealt with controlling at the end of this book there is
management terms in English and Arabic.
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INTRODUCTION
TO
MANAGEMENT
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CHAPTER ONE: INTRODUCTION TO MANAGEMENT
A: CHAPTER OUTLINE
1.1 Definition of Management
1.2 The basic functions of management
1.3 Organization Resources
1.4 Efficiency and Effectiveness
1.5 Characteristics of Management
1.6 Importance of Management
1.7 Responsibility of Management
1.8 Objectives of Management
1.9 Universality of Management
1.10 The art and science of management
1.11 Summary
1.12 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter the student will be able to understand the answer
of the following questions:
12345678910-

What is the define of Management?
What are the basic functions of management?
What are the organization resources?
What is the meaning of efficiency and effectiveness?
What are the characteristics of management?
What are the importance of management?
What are the responsibilities of management?
What are the objectives of management?
What is the meaning of Management Universality?
Explain the art and science of management?

1.1 DEFINITION OF MANAGEMENT
We all know that if a business has poor management it is more likely to fail and that if
it has good management it is more likely to succeed. But what exactly is management?
Management has been defined in many different ways by different authors. Here is a
sample: 1- Management is the art of getting things done through and with people in formally
organized groups.(Haimann, T.)
2- Management is simply the process of decision-making and control over the actions
of human beings for the express purpose of attaining predetermined goals.(Vance S.)
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3- Management is a social process entailing responsibility for the effective and
economical planning and regulations of the operations of an enterprise in fulfillment of
a given purpose or task (Brech E. F., 1957).
4- Management is the coordination of all resources through the process of planning,
organizing, directing and controlling in order to attain a given stated objective (Fayol
H. 1916; & Koontz and O’Donnel, 1976)
5- Management is the process of coordinating people and other resources to achieve the
goals of the organization. You may recall that there are four types of resources. Material
resources are the tangible, physical resources that a firm uses. Human resources are the
people who work for a firm. Financial resources are the funds a firm uses to meet its
obligations, and information resources are the external environmental conditions.
6- Management involves coordinating and overseeing the work activities of others so
that their activities are completed efficiently and effectively.
7- Management is the process of getting things done effectively and efficiently, through
and with other people.
8- Management is a group of functions oriented towards organization resources in order
to achieve the organization goals efficiently and effectively.(Mansour Alariaqi and
Abdullah Alsanafi, Management, 2013.
From the above range of definitions, it is obvious that management is "a process of
managing the organization resources for achieve the organization goals efficiently
and effectively"
1.2

THE BASIC FUNCTIONS OF MANAGEMENT
Henri Fayol, a French industrialist in the early 1900s, proposed that managers
perform five management functions: POCCC (plan, organize, command, coordinate,
control). Over time, Fayol’s five management functions have been reorganized into
four functions, which provide a foundation for the organization of many current
management textbooks.

The job of management is to help an organization make the best use of its resources to
achieve its goals. They do so by performing essential managerial functions that include:


Planning



Organizing



Directing



Controlling
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PLANNING: It is the process of setting goals and objectives and showing how these goals
and objectives will be accomplished.
ORGANIZING: This refers to the process of establishing a structure of working
relationships. It involves grouping people into departments according to specific tasks
performed and deciding how best to coordinate organizational resources.
DIRECTING: This is the process of communicating what has been planned by leading and
motivating the efforts of people towards attainment of goals
CONTROLLING: This refers to the process of evaluating how well an organization is
achieving its goals and how to maintain and improve performance.
Figure 1 below illustrates the relationships among these functions. It indicates that all the
functions are interdependent.

Planning

Controlling

Management
Functions

Organizing

Directing

Figure 1.1: Interdependence among managerial functions
1.3

ORGANIZATION RESOURCES
there are five types of resources in the organizations :
1- physical resources that a firm uses, all buildings and equipments and machinery
cars are available in the organization.
2- Human resources are the people who work for a firm , all staff and Workers in the
organization "managers – employees ".
3- Financial resources are the funds a firm uses to meet its obligations, the funds used
by the organizations to conduct the activities.
4- information resources are the external environmental conditions .
Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany
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5- Time : Time available and limited period to complete the activities of organization.

1.4

1.5

EFFICIENCY AND EFFECTIVENESS
1- Efficiency is getting the most output from the least amount of inputs in order to
minimize resource costs. Efficiency is often referred to as “doing things right”
2- Effectiveness is completing activities so that organizational goals are attained and is
often described as “doing the right things”
3- The relationship between goal and efficiency and effectiveness :
Efficiency + Effectiveness = goal
Characteristics / Features of Management :

There are nine Most Important Characteristics or Features of Management which include:
1. Management is goal oriented process:
Management always aims at achieving the organizational objectives. The functions and
activities of manager lead to the achievement of organizational objectives; for example, if
the objective of a company is to sell 1000 computers then manager will plan the course of
action, motivate all the employees and organize all the resources keeping in mind the main
target of selling 1000 computers
2. Management is Pervasive:
Management is a universal phenomenon. The use of management is not restricted to business
firms only it is applicable in profit-making, non-profit-making, business or non-business
organizations; even a hospital, school, club and house has to be managed properly. Concept
of management is used in the whole world whether it is USA, UK or India.
3. Management is Multidimensional:
Management does not mean one single activity but it includes three main activities:
i. Management of work
ii. Management of people
iii. Management of operations
(a) Management of work:
All organizations are set up to perform some task or goal. Management activities aim at
achieving goals or tasks to be accomplished. The task or work depends upon the nature of
Business for example, work to be accomplished in a school is providing education, in
hospital is to treat patient, in industry to manufacture some product. Management makes
sure that work is accomplished effectively and efficiently.
Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany
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(b) Management of people:
People refer to Human resources and Human resources are the most important assets of an
organization. An organization can win over competitor with efficient employees only
because two organizations can have same physical, technological and financial resources but
not human resources. Management has to get task accomplished through people only.
Managing people has two dimensions:
(i) Taking care of employee’s individual needs
(ii) Taking care of group of people
(c) Management of operations:
Operations refer to activities of production cycle such as buying inputs, converting them into
semi-finished goods, finished goods.
Management of operations concentrates on mixing management of work with management
of people, i.e., deciding what work has to be done, how it has to be done and who will do it.
4. Management is a continuous process:
Management is a continuous or never ending function. All the functions of management are
performed continuously, for example planning, organizing, staffing, directing and
controlling are performed by all the managers all the time. Sometimes, they are doing
planning, then staffing or organizing etc. Managers perform ongoing series of functions
continuously in the organization
5. Management is a group activity:
Management always refers to a group of people involved in managerial activities. The
management functions cannot be performed in isolation. Each individual performs his/her
role at his/her status and department, and then only management function can be executed.
Even the result of management affects every individual and every department of the
organization so it always refers to a group effort and not the individual effort of one person.
6. Management is a dynamic function:
Management has to make changes in goal, objectives and other activities according to
changes taking place in the environment. The external environment such as social,
economical, technical and political environment has great influence over the management.
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As changes take place in these environments, same are implemented in organization to
survive in the competitive world.
7. Management is intangible:
Management function cannot be physically seen but its presence can be felt. The presence
of management can be felt by seeing the orderliness and coordination in the working
environment. It is easier to feel the presence of mismanagement as it leads to chaos and
confusion in the organization.
For example, if the inventory of finished products is increasing day by day it clearly indicates
mismanagement of marketing and sales.
8. Management is composite process:
Management consists of series of functions which must be performed in a proper sequence.
These functions are not independent of each other.
They are inter-dependent on each other. As the main functions of management are planning,
organizing, staffing, directing and controlling; organizing cannot be done without doing
planning, similarly, directing function cannot be executed without staffing and planning and
it is difficult to control the activities of employees without knowing the plan. All the
functions inter-dependent on each other that is why management is considered as a
composite process of all these functions.
9. Balancing effectiveness and efficiency:
Effectiveness means achieving targets and objectives on time. Efficiency refers to optimum
or best utilization of resources. Managements always try to balance both and get the work
done successfully. Only effectiveness and only efficiency is not enough for an organization
: a balance must be created in both.
For example, if the target of an employee is to produce 100 units in one month time and
achieving the target by wasting resources and mishandling the machinery, will not be in the
interest of organization . On the other hand, if the employee spends lot of time in handling
the machine carefully and managing the resources carefully and fails to complete the target
on time, it will also not be in the interest of organization. Manager sees to it that this target
is achieved on time-and with optimum use of resources.
1.6

IMPORTANCE OF MANAGEMENT

Knowledge of the basic principles and techniques of management is important for a number
of reasons.
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To increase efficiency.
Development and use of management principles improves managerial
efficiency. Managers can apply established guidelines to help solve problems
without having to resort to trial and error – which is risky and costly to the
organization.
Although experience is important, it is not enough as no two situations or
problems are the same nor can be solved using the same methods. Hence an
understanding of management theory, principles and concepts allows the
manager to see and understand what otherwise would remain unseen.
Awareness of management principles helps managers avoid mistakes.

(ii)

To understand the nature of management.
An understanding of the concepts, principles and techniques of management
enables managers to analyze the managerial job and train others. The
knowledge of these fundamentals acts as a checklist of the meaning of
management.
With the accumulation of management knowledge,
management training is simplified.

(iii)

To achieve social goals.
Development of management knowledge and its skillful use in the
management of people and material resources can have a revolutionary
impact on society.
For example, it is observed that nations with high levels of material standards
of living tend to have high levels of knowledge and skill in the management
of business. Management has a social responsibility in addition to making
profit. They oversee the operation of the economic systems that fulfills the
expectations of the public such as safeguarding shareholders investment,
providing a reasonable return, keeping employees satisfied and contented by
ensuring payment of fair wages, good working conditions and security of
employment.
Management is also responsible for customers’ needs e.g. quality goods and
services.
To the State, it is the major source of income through taxes hence the business
must be conducted in accordance with state policy. It also has responsibility
to the society by maintenance of ethical behavior. It should also be
innovative and creative to produce goods and services for the increased
comfort of making. It is management knowledge therefore that enables these
multidimensional responsibilities of management to be achieved.
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1.7

RESPONSIBILITIES OF MANAGEMENT
1- Management is responsible to determining of organization plans .
2- management is responsible to determining and achieving organization goals
efficiently and effectively.
3- management is responsible to achieve the goals of organization employees and
workers .
4- management is responsible to achieve the goals of external parts related to
organization activities .
5- management is responsible to estimating and acquiring the organization
requirements and need.
6- management is responsible to optimum use of organization resources
7- management is responsible to achieve economic and social goals of society .

1.8

GOALS / OBJECTIVES OF MANAGEMENT
1- Employee Motivation
2- Customer Satisfaction
3- Increased Profit

1.9

UNIVERSALITY OF MANAGEMENT
What is the meaning of Management Universality ?
1- all kinds of organization do the management process.
2- all kinds of managers do the management process

Figure 2.1: The Meaning of Management Universality
Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany
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THE ART AND SCIENCE OF MANAGEMENT
Management can be said to be both a science and an art. First, it is a science because
it is based on a set of organized knowledge founded on proper scientific findings and
exact principles. It is part of the branch of science known as social science just like
sociology, economics or history. The other branches of science are physical science,
biological science etc. Management is also a behavioral science in which its theories
and principles are based on the situation.
Management can also be an art. An art refers to the best way of doing something.
Management can be said to be the process of directing scientific knowledge to the
accomplishment of objectives. Like any other art, management is creative, develops
new situations, new designs and new systems needed to improve performance. Art
therefore is the ‘know-how’ or ‘technique’ to achieve a desired result. The most
productive art is always based on an understanding of the science underlying it.
Art and science therefore are not mutually exclusive but are complementary. As
science improves, so should art. As Koontz and O’Donnell point out ‘physicians
without a knowledge of science become witchdoctors, but with science, they become
skillful, artful surgeons.’ Therefore, managers who operate without scientific
knowledge (in the form of theory) can only trust in luck, intuition, common sense
and experience (which may be wrong experience). However, in utilizing theory and
science, managers must learn to blend knowledge (principles) and practice to achieve
desired results.

1.11

SUMMARY
In this chapter we have defined management “ Management is a group of
functions oriented towards organization resources in order to achieve the
organization goals efficiently and effectively” . And we explain the functions of
management “Planning, Organizing, Directing, Controlling” also we discussed
the Organization Resources “ physical resources , human resources, financial
resources, information resources, time” and we explain the Meaning of Efficiency
and Effectiveness “Efficiency is often referred to as “doing things right” and
effectiveness is often described as “doing the right things” and we discussed the
characteristics of management “Management is goal oriented process,
Management is Pervasive, Management is Multidimensional, Management is a
continuous process, Management is a group activity, Management is a dynamic
function, Management is intangible, Management is composite process, Balancing
effectiveness and efficiency” and we explain the Importance of Management “To
increase efficiency, To understand the nature of management, To achieve social
goals” and we discussed Responsibilities of management “management is
responsible to determining of organization plans, management is responsible to
determining and achieving organization goals efficiently and effectively,
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management is responsible to achieve the goals of organization employees and
workers, management is responsible to achieve the goals of external parts related to
organization activities, management is responsible to estimating and acquiring the
organization requirements and need, management is responsible to optimum use of
organization resources, management is responsible to achieve economic and social
goals of society” and we explain the Goals (objectives) of Management
“Employee Motivation, Customer Satisfaction, Increased Profit” also we explain
Universality of Management “all kinds of organization do the management process,
all kinds of managers do the management process” at the end of this chapter we
discussed the art and science of management “Management can be said to be both
a science and an art”
1.12

EXERCISES

1- Complete the following incomplete words and translate it to Arabic :
Words
M- n- ge- e - t
Eff- cti- en- ss
O- ga – iz - tion
Physic – l Resour – es
Eff – cie – cy
Univers – lity of Manage – ent
Manage – ent Pro – ess
Increa – ed Prof – t
Inform – tion Resourc – s
Plan – ing
Dir – cting
Contr – lling
Orga – izing
Multidime – sional
Responsi – ilities of manag – ment
Orient – d Proc- ss
Hu – an Reso – rces
Cust – mer Satisf – ction
Emplo – ee Mot – vation
– inancial resou – ces

Translate To Arabic

2- Choose the right answer
1- Efficiency is getting the most :
a- output from the least amount of inputs in order to minimize
b- Input from the least amount of inputs in order to minimize
c- output from the more amount of inputs in order to minimize
d- inputs from the least amount of output in order to minimize
Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany

19

MANAGERIAL STUDIES IN ENGLISH

DR. ANWAR MUSLEH SALEH MOOZAB

2- Controlling from :
a- management system
b- environment elements
c- management functions
3- Feedback is :
a- Process
b- Goods
c- performance appraisal
4- Financial resources of organizations includes :
a- Environment
b- capital and shares
c- building and machineries
5- The meaning of management universality is :
a- all kinds of organization do the management process
b- all kinds of managers do the management process
c- ( a and b )
d- all resources do the management process
3- What is the define of Management?
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
4- What are the basic functions of management?
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
5- What are the organization resources ?
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
6- What is the meaning of efficiency and effectiveness?
Efficiency is :
………………………………………………………………………………………………
………………………………………………………………………………………………
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Effectiveness is :
………………………………………………………………………………………………
……………………………………………………….……….…...…………………………
7- What is the meaning of Management Universality?
………………………………………………………………………………………………
………………………………………………………………………………………………
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CHAPTER TWO
THE MANAGERIAL
SYSTEM
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CHAPTER THREE: MANAGERIAL SYSTEM
A: CHAPTER OUTLINE
2.1 Definition of Managerial System.
2.2 Characteristics of Managerial System .
2.3 Main parts of Managerial System.
2.4 used Managerial System by organizations
2.5 The relationship between Inputs and process and outputs and goals.
2.6 Summary
2.7 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter the student will be able to understand the answer
of the following questions :
1- What is the define of Managerial System ?
2- What are the Characteristics of Managerial System ?
3- What is the meaning of inputs ?
4- What is the meaning of process ?
5- What is the meaning of outputs ?
6- What is the meaning of feedback ?
7- What is the meaning of environment ?
8- Describe the relationship between Inputs and outputs and process and goals ?
9- Explain the main parts of managerial System ?
10- Explain how can the organization used the managerial System ?

2.1

DEFINITION OF MANAGERIAL SYSTEM
a. A Managerial system is the framework of policies, processes and procedures
used by an organization to ensure that it can fulfill all the tasks required to
achieve its objectives.
b. A Managerial system is the way in which an organization manages the interrelated parts of its business in order to achieve its objectives. These objectives
can relate to a number of different topics, including product or service quality,
operational efficiency, environmental performance, health and safety in the
workplace and many more.
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c. A Managerial system is the framework of procedures used by an
organizations to achieve its goals.
2.2

CHARACTERISTICS OF MANAGERIAL SYSTEM

1- The management system includes all organizations in different Kinds, areas, sizes.
2- There is no different between management systems in the term of form but there is
different in the term of content.
2.3

MAIN PARTS OF MANAGERIAL SYSTEM
A- Inputs
B- Process
C- Outputs
D- Feedback
E- Environment

Figure 2.1: The Contents of management system in the organizations

3.1- INPUTS: Resources such as people, raw materials, energy, information, or finance
that are put into a system (such as an economy, manufacturing plant, computer system) to
obtain a desired output.
3.2- PROCESS: All the management functions - planning, organizing, directing, staffing
and controlling, implements of activities.
3.3- OUTPUTS: The amount of energy, work, goods, or services produced by a machine,
factory, company, or an individual in a period.
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3.4- FEEDBACK: consumer responses to goods and services produced or provided by
organization. Feedback takes place after a work activity is done.
3.5- ENVIRONMENT: All elements surrounding an organization that can be effect in the
organizations.
2.4

USED OF MANAGERIAL SYSTEM BY ORGANIZATIONS

The organization used the Managerial System throw the following steps:
1- Environment analysis
2- inputs = estimate and provide the resources (inputs) as follows:
A - Identify the goals of organization.
B- Identify the activities ( process ) needed to achieve the appropriate( outputs )
C - Identify the resources (inputs ) needed to implement of activities ( process ).
D- Provide the resources (inputs) needed to implement of activities ( process ).
3- implement of activities ( process ), throw management functions + implements of
activities = Process
4- produce goods or provide services ( outputs)
5- take place of feedback in all the previous steps.

Figure 2.2: Used of Managerial System by Organizations
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THE RELATIONSHIP BETWEEN INPUT AND PROCESS AND OUTPUT
AND GOALS
1- If adequate inputs (resources) are provided then the process (activities) can be
conducted.
2- If the process (activities) are conducted then outputs can be produced.
3- If the outputs are produced in appropriate time, quality and cost then the goals
can be achieved efficiently and effectively.
4- If the Goals of organization achieved efficiently and effectively that mean the
organization in the right direction.

2.6

SUMMARY
In this chapter we have defined the managerial system “A Managerial system is
the framework of procedures used by an organizations to achieve its goals” . and we
identify the characteristics of managerial system “ The management system
includes all organizations in different Kinds, areas, sizes. There is no different
between management systems in the term of form but there is different in the term
of content. and we discussed the main parts of managerial system

“ inputs,

process, outputs, feedback, environment ” We also explain how the Managerial
system used by an organization “The organization used the Managerial System
throw the following steps : Environment analysis – Inputs - Implement of activities
- Produce goods or provide services - Take place of feedback to all the steps ”. at
the end of this chapter we discussed the relationship between input and process
and output and goals “If adequate inputs (resources) are provided then the process
(activities) can be conducted - If the process (activities) are conducted then outputs
can be produced - If the outputs are produced in appropriate time, quality and cost
then the goals can be achieved efficiently and effectively - If the goals achieved
efficiently and effectively the organization in the right direction ”.
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EXERCISES
1- Complete the following incomplete words and translate it to Arabic :
Words

Translate To Arabic

Man – geri – l
Sy - te –
Char – cter – sti – s
In – uts
Pro – ess
O– tpu– s
Fee – ba – k

2- Fill in the blanks
a. If

adequate

…………………………………..

are

provided

then

the

………………………………….. can be conducted.
b. If

the

…………………………………..are

conducted

then

………………………………….. can be produced.
c. If the ………………………………….. are produced in appropriate time, quality
and cost then the ………………………………….. can be achieved efficiently
and effectively.
d. If the ………………………………….. achieved efficiently and effectively the
organization in the right direction.

3- What is the meaning of inputs?
………………………………………………………………………………………………
………………………………………………………………………………………………
4- What is the meaning of process?
………………………………………………………………………………………………
………………………………………………………………………………………………
5- What is the meaning of outputs?
………………………………………………………………………………………………
………………………………………………………………………………………………
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6- What is the meaning of feedback?
………………………………………………………………………………………………
………………………………………………………………………………………………
7- What are the main steps of managerial system used by organizations?
1- ………………………………………………………………………………………
………………………………………………………………………………………
…
2- …………………….…………………………………………………………………
…………………………………………………………………………………….…
3- ……………………………………………..…………………………………………
…………………………………………………………………………………..……
4- …………………………………..……………………………………………………
……………………………………………………………..…………………………
5- …………………………………..……………………………………………………
……………………………………………………………..…………………………
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CHAPTER THREE
THE MANAGERS

Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany

MANAGERIAL STUDIES IN ENGLISH

DR. ANWAR MUSLEH SALEH MOOZAB

[DOCUMENT TITLE]

A: CHAPTER OUTLINE
3.1 Definition of Manager
3.2 Kinds of Managers
3.3 Managerial Skills
3.4 Summary
3.5 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter, the student will be able to understand the
answer of the following questions:
1- Who is the Manager?
2- Describe the kinds of Managers and their main jobs?
3- Explain the management Skills?
4- Why whenever the employee moves from first-line management to top
management the conceptual skills become more important than the technical skills?
3.1
DEFINITION OF MANAGER
Manager is someone who coordinates and oversees the work of other people for
achieve the organization goals.

3.2

CLASSIFICATION OF MANAGERS
In the chapter number one we know what are functions managers perform in an
organization, now in this chapter let’s look at the different types of managers.

1- KIND OF MANAGERS ACCORDING TO THEIR LEVEL :
Managers are classified according to their level in an organization, whether
they are:
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1- TOP MANAGER is an upper-level executive who guides and controls
the overall fortunes of the organization. They may have titles such as
president, vice president, or chief executive officer, and they are
responsible for setting the organization’s mission and strategy.
2- MIDDLE MANAGER implements the strategy and major policies
developed by top management. Middle managers develop tactical and
operational plans, and have titles such as department head, plant
manager, or division manager.
3- FIRST-LINE MANAGER coordinates and supervises the activities of
operating employees. First-line managers spend a lot of their time
working with and motivating their employees. Common titles include
office manager, supervisor, and foreman.

Figure 3.2: kind of Managers according to their level

2- KIND OF MANAGERS ACCORDING TO AREA OF
SPECIALIZATION : Managers are classified according to area of
specialization, for examples :
1- FINANCIAL MANAGER is primarily responsible for the organization’s
financial resources. Accounting and investments are specialized areas
within the financial function.
2- AN OPERATIONS MANAGER manages the systems that convert
resources into goods and services. Manufacturing and the production of
services fall into this category.
3- MARKETING MANAGER is responsible for facilitating the exchange of
products between the organization and its customers or clients. Specific
areas in marketing include advertising, promotion, sales, and distribution.
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4- HUMAN RESOURCES MANAGER is charged with managing the
organization’s human resources program, including hiring, training, and
evaluating performance.
3.3

MANAGERIAL SKILLS
Skills is what separates good managers from ordinary managers. Education and
experience enable managers to develop the skills they need to put organizational
resources to their best use. There are three types of skills:
1- TECHNICAL SKILLS : These are needed to perform specialized tasks. They
involve the ability to use knowledge, methods, techniques and equipment necessary
for the performance of specific tasks. These skills are acquired from experience,
education and training. They are more useful for lower level management at
supervisory levels because they train others in the actual job.
2- HUMAN SKILLS : The ability to work with and through people including
understanding of motivation and application of effective leadership. Also includes
the ability to mould individuals into a cohesive team. Human skills are useful for
middle managers as they link the top and the lower levels of employees.
3- CONCEPTUAL SKILLS : This skill is demonstrated in the ability to analyze and
diagnose a situation and to distinguish between cause and effect. Involves
understanding the complexities of the overall organization and the various variables
that influence its operations. It is about seeing the ‘big picture’.
The appropriate mix of these skills varies as an individual advances in management
from supervisory to top management positions. The relationship between
management level and skills needed is illustrated below.
Skills needs at different management levels
Skills Needed at Different
Management Levels

Figure 3.3: Skills needs at different management levels
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More conceptual skills are needed at executive levels as executives should be able to see
how all operative functions are interrelated in accomplishing organizational goals. Their
focus is external and global.
-

Why whenever the employee moves from first-line management to top
management the conceptual skills become more important than the
technical skills ?

-

Because the works of first-line management related to executive activities field
so the managers in this level needs to technical skills for implement of their
activities and the works of top management related to management activities
field so the managers in this level needs to conceptual skills for implement of
their activities.

3.4

SUMMARY
In this chapter we have defined the managers “Manager is Someone who
coordinates and oversees the work of other people for achieve the organization goals
”. and we discussed the kinds of managers “ that are classified according to their
level in an organization, whether they are top Managers, middle Managers, or first
line Managers, and by area of specialization, that is, financial Managers, operations
Managers, marketing Managers, human resources Managers”. at the end of this
chapter we discussed the managerial skills “ technical skills, human skills,
conceptual skills”

3.5

EXERCISES
1- Complete the following incomplete words and translate it to Arabic :
Words

Translate To Arabic

Man – ge – s
S – il – s
Fin – nci – l
T - p Managers
Mid - le Managers
First li - e Managers
Ki – ds
Man – agerial skills
Techni – al skills
Hu – an skills
Conceptu – l skills
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2- Fill in the blanks
a- Manager is Someone who ………………………………….. and
………………………………….. the work of other people for
………………………………….. the organization goals.
b- The kind of Managers according to their level are :
1-

…………………………………..

2- …………………………………..
3- …………………………………..
3- Choose the right answer

1- Chief executive officer from :
a- Top managers
b- First-line managers
c- Middle managers
2- Department head from :
a- Top managers
b- Middle managers
c- First-line managers
3- Supervisor from :
a- First-line managers
b- Top managers
c- Middle managers
4- The works of first-line manager related to :
a- Executive activities
b- Management activities
c- Financial activities
5- The works of top management related to :
a- Financial activities
b- Management activities
c- Executive activities
4- What are the kinds of Managers according to areas of Management ?

1- ………………………………………………………
2- ………………………………………………………
3- ……………………………………………………..
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5- What are the management Skills ?
1- ………………………………………………………
2- ………………………………………………………
3- ……………………………………………………..
6- Explain why whenever the employee moves from first-line management to
top management the conceptual skills become more important than the
technical skills ?
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
…………………………………..……………………………………………………………
………………………………………………………………………………………….……
….……………………………………………………………………………………………
…………………………………………………………………..……………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
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CHAPTER FOUR
MANAGEMENT
HISTORY
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A: CHAPTER OUTLINE
4.1 Introduction
4.2 Classical scientific management
4.3. Classical Management Theory
4.4 Administrative Theory
4.5 MAX WEBER (1864-1920)
4.6 Neo-Classical Theory of Management
4.7 Summary
4.8 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter the student should be able to understand the
answer of the following questions :
1- Describe the principles of scientific management as advanced by Fredrick Taylor?
2- Discuss the rational-economic view in relation to scientific approach to
management?
3- Discuss the principles of management as advanced by Henri Fayol?
4- Examine the bureaucratic approach to management as advanced by Max Weber?
5- Describe the human relations approach to management?
4.1 INTRODUCTION
In chapter four, we will discuss the management history. These are divided into the
classical, bureaucratic and neo-classical approaches to management.
4.2 CLASSICAL APPROACH TO MANAGEMENT
The history and theory of management are important to managers for various reasons:


They help managers to understand current developments and avoid mistakes of the
past



They foster an understanding and appreciation of current situations and
developments and facilitates the prediction of future conditions



They help managers organize information and approach problems systematically.
Without knowledge of theory, managers would be using guess work, hunches,
intuition and hopes which may not be useful in the present complex and dynamic
organization.
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The practice of management can be traced to the beginning of man. Egyptian, Greek,
Roman and Chinese civilizations all have records indicating the importance of
management. (The writings of Sun Tzu on the ‘Art of War’, written 2500 years ago are
a lesson on strategic management)
In Greece, Socrates the famous philosopher observed that “the management of private
affairs such as households is not different from the conduct of public affairs except in
magnitude”
The biblical Moses used the Principle of delegation and hierarchy of command to
manage the Israelites during the exodus. (Exodus 18: 1-27). Joshua used the management
techniques to recruit soldiers for war.
The Roman Catholic Church over the centuries has effectively used the principles of
division of labor and hierarchy of authority.
The Roman empire colonized many parts of the world for many centuries by effectively
using basic management ideas such as scalar principle and delegation of authority.
Niccolo Machiavelli in ‘The Prince’ gives relevant ideas on how to develop and use
management skills. He suggests to ‘The Prince’ ideas on – consent of the majority,
inspiration of people to greater achievement, offer of rewards and incentives and taking
advantage of all opportunities.
The above early influences on management, however, do not give much insight
into the principles of management as they are not organized and the relationships
among various variables are not explained. The knowledge is based on trial and
error and experience rather than organized scientific knowledge.
It was only in the late 19th century that large business organizations requiring systematic
administration started to emerge. We shall focus on two early schools of management.


Classical management theory



Human relations neo-classical theory

4.3. CLASSICAL MANAGEMENT THEORY
Classical theory is divided into scientific management and administrative management.
Scientific management theory: Changes in economic and production patterns during the
industrial revolution led a few practicing managers to examine the causes of inefficiency in
production. It is these basic studies that led to a system of management known as scientific
management.
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Scientific management has been defined as the application of scientific
method of study, analysis and problem solving in organizations.
4.3.1 The Thoughts of Frederick Taylor (1856-1917)
Taylor, an engineer in an American steel firm was concerned about the best methods of doing
jobs. He saw the main problem to be that of efficiency of workers in relation to existing
property relationships between workers and owners of organizations. He suggested the
development of a true science of management where methods for performing each task could
be determined. He advocated a mental revolution by both management and workers.
His findings were:
(i)

Workers deliberately restricted production in their daily work due to
fear of unemployment and lack of piece rate system.

(ii)

Lack of work rationalization, hence overlapping of jobs. The method
of working was also too complicated.

(iii)

Due to poor remuneration, workers formed themselves into groups
and labour unions to press for better wages.

(iv)

Management left the initiative of working methods to the ingenuity of
workers (rule of thumb).

To solve the above problems, Taylor suggested the following principles to
guide management.

(i)

Each worker should have a clearly defined daily task.

(ii)

Establish standard conditions to ensure the task is more easily
accomplished e.g. work-study and motion studies.

(iii)

High payment for successful completion of tasks and none or lower
payment when standards are down. He believed money was a major
motivator.

For management, he suggested: (i)

The scientific selection, education and development of workers.

(ii)

Friendly, close cooperation between management and workers.
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Managers should take more supervisory responsibility, arguing that
workers preferred to be given a definite task with clear-cut standards.

The concepts/ideas advanced by Taylor are not far from the fundamental beliefs
of the modern manager. A number of post Taylor studies are found in the literature
e.g. The Hilbreths, Gault, Emerson, and Filene. They all attempted to improve on
Taylor’s ideas.
The basic assumptions of scientific management were:


Improved results in organizations will come from the application of scientific
methods of analysis to organizational problems. This implies that scientific
approach to problems is superior to other methods eg informal sector



The focus is on the work itself and not the particular person doing the work



Each worker is assumed to be a classical economic man hence interested only
in maximization of his monetary income

Evaluation of Scientific management
While Taylor’s ideas of scientific management contributed to modern management, there
were also a number of limitations.
Limitations


The revolutionary ideas advocated by Taylor increased productivity but led to layoffs



It assumed people were rational and therefore motivated only by material gains.
Taylor and his followers overlooked the social needs of workers. They assumed that
one had only to tell workers what to do to increase their earnings and they would do
it. However, people have needs other than money e.g. recognition and acceptance



They also overlooked the human desire for job satisfaction and workers became more
willing to go out on strike over job conditions rather than salary.



The assumption that human beings are rational creatures who base their decisions on
rationality and logical analysis of their needs is not universally applicable to all
human beings.

Benefits of the Scientific Management Thoughts.
(i)

Its rational approach to organization of work enabled tasks to be measured
with accuracy.
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Tasks measurement and processes provided useful information on which
to base improvement on working methods.

(iii)

Improvement of working methods brought enormous increases in
productivity.

(iv)

Enabled employees to be paid by results and to take advantage of
incentive schemes.

(v)

Stimulated management into adopting a more positive role in leadership
at the factory level.

(vi)

Contributed to major improvements in physical working conditions.

(vii)

It provided the foundations on which modern work study and other
quantitative techniques are based.

Disadvantages of the Scientific Management.
(i)

Reduced the role of workers to that of rigid adherence to methods and
procedures over which they have no discretion.

(ii)

Led to fragmentation of work because of emphasis on analysis and
organization of individual operations, hence boring, repetitive jobs.

(iii)

Generated a carrot and stick approach to the motivation of employees
enabling pay to be geared tightly to output.

(iv)

It put the planning and control of workplace activities exclusively in the
hands of management, alienating workers.

(v)

Ruled out any realistic bargaining about wage rates since every job was
measured, timed and rated scientifically.

4.4 ADMINISTRATIVE THEORY
This theory came out of a need to find guidelines on how to manage complex
organizations such as factories. Henry Fayol is recognized as the father of classical
organization theory since he was the first person to systematize managerial
behaviour. Another contributor is Max Weber (1864-1920) with his bureaucratic
model.
4.4.1 HENRI FAYOL (1841-1925).
Fayol was an engineer in a large French Company. Fayol, unlike Taylor started in
management and his ideas therefore are more concerned with the science of
management. As such he drew up a list of principles of management.
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Fayol believed that sound managerial practice fell into patterns that could be
identified and analyzed. He also believed that management is not a personal talent
but a skill that can be taught and learnt.
It is notable that Fayol’s observations fit well into the currently developing
management theory.
He defined management in terms of:
(i)

Technical activities

-

production.

(ii)

Commercial “

-

buying and selling.

(iii)

Financial

“

-

securing capital.

(iv)

Security

“

-

safeguarding financial information.

(v)

Managerial

“

-

planning, organizing, controlling and
directing.

He noted that of all these activities, it is managerial activities that have not been given
much attention and he dealt more with it.
Based on his experience, Fayol listed 14 principles of management.
1. Division of work - Necessary to efficiency of labour as it reduces span
of attention or effort hence increasing specialization.

2. Authority and Responsibility - The right to give orders.

3. Discipline -Respect for formal and informal agreements between firm
and workers and obedience to rules and regulations.

4. Unity of command - One person, one superior, employees should receive
orders from one superior only to reduce confusion.

5. Unity of Direction - One head, one plan for a group of activities with
the same objective.

6. Subordination of the individual interest to general interest -The
interests of one individual or one group should not prevail over the
general good.
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7. Remuneration - Pay should be fair to both worker and firm.

8. Centralization - Refers to the extent to which authority is concentrated
or dispersed. Circumstances of organization e.g. size will determine the
extent to which an organization is centralized
9. Scalar Chain - “Chain of Superiors” or line of authority from top to
bottom.

10. Order - A place for everything i.e. the right person in the right job or
place.

11. Equity - Refers to loyalty and devotion from personnel by use of
kindliness and justice on the part of managers.

12. Stability or Tenure of Personnel -

Refers to the costs and dangers

of turnover due to bad management.

13. Initiative -All levels of personnel should be encouraged to show
initiative as it is a source of satisfaction.
14. Espirit de corps - “In union there is strength”. This is an emphasis on
teamwork, harmony and communication.
4.5 MAX WEBER (1864-1920)
Max Weber advocated for a bureaucratic approach to management to reduce
abuse of power by people in managerial positions. This is an approach that runs
on rules and regulations.
The concept of bureaucracy is attributed to Max Weber (1864-1920), a German
sociologist. He lived in the period of history as the early pioneers of management
thought such as Fredrick Taylor and Henri Fayol. Weber however, was an
academic and not a practicing manager.
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His interest in organizations was from the sociological perspective of why people
obeyed those in authority and why those in authority abused power. He published
“the theory of social and economic organization” which was translated into
English in 1947. He used the term bureaucracy to describe the structure of
organizations.
BUREAUCRACY
Is a term that has been used to mean:


Red tape – an excess of paper work and rules leading to gross
inefficieny



Officialdom – all the apparatus of local and central government



An organizational form made up of rules and hierarchy of authority.

Characteristics of Bureaucracies


Specialization – have a high degree of labour division thus ability
and not personal loyalty is the condition for employment



Rational – official jurisdictional areas are rationally determined by a
clear hierarchy of authority; duties and measures of performance are
established and positions are well defined and formalized in writing.



Professional - follows formal impersonal procedures of the
organization. Organizational structures are well defined and exist
prior to filling positions with people.



Impersonal - authority is impersonal and amount of authority
corresponds with rank of office



Autonomous – officials, because of their expertise and technical
competence are recognized and rarely questioned within their areas
of expertise.



Stable – performance is encouraged by rewards in form of stable
careers, regular salary, promotion and pensions.

Weaknesses


Works well only in stable environments where the work and
information handled are highly predictable, recurrent, routine and
familiar.



Rules become so important that they become an obstacle to efficiency
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Decision making processes are programmed hence discouraging
search for other alternatives (is rigid)



Rigid behaviour damages relations with clients or customers as they
are unable to get tailor made services but have to accept the standard
provided within the rules.



Difficult to change and adapt to new circumstances



It undervalues the human element by assuming that people are passive
and respond only to rules and incentives. It failed to see the fact that
people are capable of going against rules.

4.6 NEO-CLASSICAL THEORY OF MANAGEMENT
Human relations school of thought
While the scientific management theorists were more concerned with the mechanics
and structure of organization, the human relations school of thought was more
concerned with the human factor i.e. people and their relationship with the
organization, fellow workers and the job.
The emergence of industrial psychology in 1913 provided the impetus in the studies
on human problems in organizations.
The works of Elton Mayo (1880 – 1949).
Elton was an Australian practicing psychologist at Harvard University. He carried
out experiments at the Hawthorne Plant of Western Electric over a period of time
and his findings can be summarized as follows:-

(i)

Individual workers cannot be treated in isolation but must be seen
as members of a group.

(ii)

The need to belong to a group and have status within it is more
important than monetary incentives or good working conditions.

(iii)

Informal groups at work exercise a strong influence over the
behaviour of workers.

(iv)

Supervisors need to be aware of these social needs and cater for
them if workers are to collaborate with the official/formal
organization rather than work against it.

Weaknesses of the human relations school of thought
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In viewing people as the most important organizational variable it committed the
mistakes of earlier theories of suggesting one best way of managing



It saw workers as social beings motivated by social needs but this is too simplistic as
human beings are complex and motivated by many variables



It assumed satisfied workers are highly productive but this is not always true
Assumptions about people.
To understand the human factor in organizations, assumptions made about people
need to be understood especially in the superior-subordinate relationship. The major
theories of motivation and leadership were developed after the Hawthorne studies of
Elton Mayo.
Edgar Schein (1965)
Schein was an American academic who published a classification of assumptions
about people. Implicit in management ideas is what motivates people.

(i)

Rational – Economic Man

This view or assumption has its roots in the economic theories of Adam Smith
(1776). It states that self-interest and the maximization of gain are the prime
motivators of people. It stresses man’s rational calculation of self-interest especially
in relation to economic needs. Hence people are either untrustworthy and moneymotivated or trustworthy and motivated by broader issues. This appears to have been
an important assumption in the mind of Taylor and his followers.
(ii)

Social Man

This assumption draws from the conclusions of Elton-Mayo. This view sees people
as dominated by social needs. Acceptance of this view means managers need to pay
more attention to people’s needs rather than tasks, groups and a change of role for
manager from organizer and controller to guide and supporter.
(iii)

Self-actualizing man

This view is based on Maslows theory of human needs. It sees self-fulfillment needs
as the main driving force behind individuals. The managerial strategy should be one
that provides challenging work, delegation, responsibility and autonomy of work.
While this view is true for managers and professional staff, it is less clear for lower
grade employees.
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Complex Man

This view sees human beings as complex and variable. People’s motives vary
depending on tasks, work groups or organizational climate. Managers must therefore
be able to also adapt and vary their own behaviour in accordance with the
motivational needs of particular individuals and teams. Schein sees motivation in
terms of psychological contract based on the expectations that employers and
employees have of each other. Hence the relationship between an individual and his
organization is an interactive one.
Douglas McGregor (1967)
Like Schein’s classifications, McGregor’s theory X and theory Y are a set of
assumptions about people. After observing the actual practice of managers, he
proposed that they were operating on two levels.
(a)

Theory X
i. The average person has an inherent dislike for work and will avoid it
if possible.
ii. Because of dislike for work, people must be coerced, controlled,
directed and threatened with punishment to get them to work.
iii. The average human being prefers to be directed, wishes to avoid
responsibility, has limited ambition and wants security above all else.

(b)

Theory Y
i. The use of physical and mental effort in work is as natural as play or
rest.
ii. People will exercise self-direction and self control in the service of
objectives to which they are committed.
iii. Commitment to objectives is a function of the rewards associated with
achievement.
iv. The average human being learns under proper conditions not only to
accept but to seek responsibility.
v. The capacity to exercise a relatively high degree of imagination,
ingenuity and creativity in the solution of organizational problems is
widely and not narrowly distributed.
vi. Under conditions of modern industrial life, the intellectual
potentialities of the average human being are only partially utilized.
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Conclusions


Attitudes and behaviour towards other people are a reflection of the
assumptions we make about people.
McGregor’s theory X corresponds closely to Schein’s rational-



economic man, while theory Y corresponds to self-actualizing man.
McGregor’s assumptions have found wide application in issues of



leadership than in general management.


Based on these assumptions, managers should consider seriously
practices such as flexibility in working time, job enrichment,
performance appraisal, participation etc.


4.7

In real life, a blend of the two assumptions can be observed.

SUMMARY
In this chapter we have described the principles of scientific management as
advanced by Fredrick Taylor. and we discussed the rational-economic view in
relation to scientific approach to management. and we discussed the principles of
management as advanced by Henri Fayol. also we discussed the bureaucratic
approach to management as advanced by Max Weber at the end of this chapter we
described the human relations approach to management.

4.8

EXERCISES
1- What are the findings of Frederick Taylor (1856-1917) ?

1.

…………………………………………………………………………
…………………………………………………………………………
…………………………………………………………………………

2.

…………………………………………………………………………
…………………………………………………………………………
…………………………………………………………………………

3.

…………………….……………………………………………………
…………………………………………………………………………
…………………………………………………………………………
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……………………………….……….………………………………

4.

…………………………………………………………………………
………………………………………..………………………………
2- Write three from benefits of the Scientific Management Thoughts?
…………………………………………………………………………

1.

…………………………………………………………………………
…………………………………………………………………………
…………………………………………………………………………

2.

…………………………………………………………………………
…………………….……………………………………………………

3.

…………………………………………………………………………
3- Write the 14 principles of Fayol for management ?
1- ………………………………………………………………
………
2- ………………………………………………………………
………
3- ………………………………………………………………
………
4- ………………………………………………………………
………
5- ………………………………………………………………
………
6- ………………………………………………………………
………
7- ………………………………………………………………
………
8- ………………………………………………………………
………
9- ………………………………………………………………
………
10- ………………………………………………………………
11- ………………………………………………………………
12- ………………………………………………………………
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13- ………………………………………………………………
14- ………………………………………………………………
4- Write three findings of Elton Mayo (1880 – 1949) ?
…………………………………………………………………………

1.

…………………………………………………………………………
…………………………………………………………………………
…………………………………………………………………………

2.

…………………………………………………………………………
…………………………………………………………………………
…………………………………………………………………………

3.

…………………………………………….…………………….……
5- What are the Characteristics of Bureaucracies ?
1- ………………………………………………………………………
2- ………………………………………………………………………
3- ………………………………………………………………………
4- ………………………………………………………………………
5- ………………………………………………………………………
6- ………………………………………………………………………
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CHAPTER FIVE
MANAGEMENT
AND
ENVIRONMENT

Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany

MANAGERIAL STUDIES IN ENGLISH

DR. ANWAR MUSLEH SALEH MOOZAB

A: CHAPTER OUTLINE
5.1 Definition of environment
5.2 Types of environment
5.3. Environmental influences on management
5.4 Ways in which management can react to the environment
5.5 SWOT
5.6 Summary
5.7 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter the student should be able to understand the answer
of the following questions :
1- What is the define of organization environment?
2- Describe the types of environment and it’s forces?
3- Explain how can the environment influences on organization?
4- Explain ways in which organization can react to the environment ?
5- What is the meaning of SWOT ?
6- What are the components of SWOT ?
7- Explain the steps of environment analysis by SWOT ?
5.1 DEFINE OF ENVIRONMENT
All elements surrounding an organization that can be effect in the organizations.
5.2 TYPES OF ENVIRONMENT
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Figure 5.1: types of environment

5.2.1 Internal Environment
This consists of the organization itself:


The mission, goals, objectives and strategies of the organization.



The organization and its management



The resources of the organization e.g. employees, capital, finance, etc



The organizational culture.

5.2.2 Private ( Task ) Environment
This is the environment that surrounds the organization also known as the competitive or
industry and comprises of :


Consumers, their needs, purchasing power and behavior.



Suppliers of materials, capital and labour



Intermediaries e.g. wholesalers and retailers, commercial agents and brokers, banks
etc.



Competitors e.g. new entrants, existing competitors, availability of substitute
products or services and the bargaining power of clients, consumers and suppliers.

5.2.3 Public environment
Is that which exists outside the organization. It comprises:


Technological Forces: responsible for accelerating change and innovation and
creating opportunities and threats in the environment.
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Economic Forces : responsible for change in the environment because of changes
in economic growth rate, levels of unemployment, consumer income, rate of
inflation and the exchange rate.



cultural Forces: referring to changes in value systems, family structures, education,
attitudes, ethics, workforce diversity, etc.



Ecological/physical Forces: is concerned with the natural resources from which the
organization derives its raw materials and the environment on which the
organization discharges its waste.



The political Forces : refers to the government and its influence on the organization,
e.g. in terms of political risk, legal matters, government expenditure etc.



The international Forces: comprises of the factors emanating from other countries
with which the organization directly or indirectly has business relations.

An organization can therefore be said to be an open system because it is dependent on the
environment in which it operates. (A closed system can exist independently). There is specific
interaction between the system and the environment.
5.3. ENVIRONMENTAL INFLUENCES ON ORGANIZATION
The environment can effect in the organization through continues changeable which happen
in the environment and reflect it’s effect to the organization.
5.4 WAYS IN WHICH ORGANIZATION CAN REACT TO THE ENVIRONMENT


Environmental scanning: refers to the measuring, projection and evaluation of
change in the environment. Organizations management information systems
should make provision for this.



Strategy response: This may include changes in present strategy or formulation
of new strategies.



Structural Change: The organization structure can be redesigned, adapted or
modified as a response to changes in the environment e.g. a flexible vs.
bureaucratic structure, integration vs. differentiation, decentralized vs. centralize
etc.



Cultural change: change the organizational culture from closed to open etc.

5.5 SWOT :
•

Meaning of SWOT

•

components of SWOT
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Steps to analyze the organization's environment by SWOT
MEANING OF SWOT
SWOT is a strategic analysis tool to identify the Strengths , Weaknesses, Opportunities
and Threats in several areas such as business management, marketing, human
development and others.

5.5.2

COMPONENTS OF SWOT
S = Strengths : The internal advantages that exist at the present time in the organization
such as creative leadership and capital available
W = Weaknesses : The internal disadvantages that exist at the present time in the
organization such as the absence of a strategic plan or the weakening of the legal
position of the organization
O = Opportunities : The external advantages that are not exist at the present time in
the organization but it can be obtained during the plan period
such as decrease in legal restrictions, sales maximization
T = Threats : The external disadvantages that are not exist at the present time in the
organization but it can be obtained during the plan period such as strong competitor in
the market , customers unwillingness to company goods.
Analyze the organization's environment by SWOT

Internal
environment

Strengths

Weaknesses

External
environment

Opportunities

Threats

Figure 5.2: Types of environment
5.5.3

STEPS TO ANALYZE THE ORGANIZATION'S ENVIRONMENT BY SWOT
1- Analyze the internal and external factors.
2- Setting the goals of organization.
3- Identify the activities that can achieve the goals.
4- Prepare an agenda
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5- Time Setting
6- Prepare a special schedule
Step 1 : Analyze the internal and external factors of the organization :
Analysis of Strengths
Analysis of weaknesses
Analysis of opportunities
Analysis of Threats
Step 2 Setting the goals : from the previous step you can simply formulate the organization
goals :
1. Preserve and develop every Strength
2. Treat every weakness
3. Exploit every opportunity
4. Avoid every threat
Step 3 Identify the activities that can achieve every goal :
In each goal page we write the activities that will achieve the goal
Act No

Activities needed for achieve …….. ( Goal )

1
2
3
4

Step 4 Prepare an agenda consisting of the following :
1- Objectives
2- Activities that will achieve the goal
3- Staff who will carry out the activities
4- Cost required
5- Time needed
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Staffs Cost required

Time

Step 5 Time Setting : Arrange goals according to time
A paper for each month includes the objectives to be achieve during that month, the
paper will be a copy of it with the team that will carry out the activities and another copy
with the leadership or manager
Goal No

objectives to be achieve during

the month of

January

1
2
3
4

Step 6 Prepare a special schedule :
Collect the required goals from each person or section in one sheet throughout the year,
including a copy with the leader and another copy with the person or department of the
department
4.7

SUMMARY
In this chapter we have defined the organization environment “All elements
surrounding an organization that can be effect in the organizations ” . and we discussed
the types of environment and its forces “Internal Environment - Private ( Task )
Environment - Public environment ”. and we Explain how can the environment
influences on organization “ The environment can effect in the organization through
continues changeable which happen in the environment and reflect it’s effect to the
organization ”. Also we defined the meaning and components SWOT “SWOT is a
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strategic analysis tool to identify the Strengths, Weaknesses, Opportunities and Threats
in several areas such as business management, marketing, human development and
others”. At the end of this chapter we described the steps of environment analysis
by SWOT “Analyze the internal and external factors - Setting the goals of organization
- Identify the activities that can achieve the goals- Prepare an agenda - Time Setting Prepare a special schedule”.
4.8

EXERCISES
1- Complete the following incomplete words and translate it to Arabic :
Words

Translate

Env – ron – ent
Org – niz – tion
Inf – enc – s
Int – rnal
P - blic
Str – ngt - s
We – knes - es
Oppo – tuni- ies
Thr - ats

2- Fill in the blanks
a- The define of environment is all elements …………………………….. an
organization that can be ………………………………….. in the
…………………………………..
b- The environment can effect in the organization through
………………………………….. changeable which
…………………………….. in the environment and
………………………………….. it’s effect to the organization.
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3- Choose the right answer
1- Organization resources from the elements of :
a- Internal environment
b- Public environment
c- Private ( Task ) environment

2- Economic forces from the elements of :
a- Private ( Task ) environment
b- Internal environment
c- Public environment
3- Consumers from the elements of :
a- Public environment
b- Private ( Task ) environment
c- Internal environment

4- It can be define as internal disadvantages that exist at the present time in the
organization :
a- Opportunities
b- Strengths
c- Threats
d- Weaknesses

5- It can be define as external advantages that are not exist at the present time in
the organization :
a- Strengths
b- Opportunities
c- Weaknesses
d- Threats

4- What are the steps of environment analysis by SWOT ?
1- …………………………………………………………………………………………
………………………….………………………………………………………………
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2- …………………………………………………………………………………………
………………………….………………………………………………………………
3- …………………….……………………………………………………………………
……………………….…………………………………………………………………
4- ……………………………….……….…………………………………………………
……………………….…………………………………………………………………
5- ……………………………………………..……………………………………………
……………………….…………………………………………………………………
6- ……………………………………………..……………………………………………
……………………….…………………………………………………………………
5- What are the ways that used by organization to react the environment ?
1- …………………………………………………………………………………………
………………………….………………………………………………………………
2- …………………….……………………………………………………………………
……………………….…………………………………………………………………
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CHAPTER SIX
MANAGEMENT
AND
ORGANIZATIONS
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A: CHAPTER OUTLINE
6.1 Definition of organization
6.2 Characteristics of organizations
6.3. Components of the organizations
6.4 Classification of organizations
6.5 Summary
6.6 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter the student should be able to understand the
answer of the following questions :
1- What is the define of organization ?
2- What are the characteristics of organizations ?
3- What are the components of organization ?
4- Describe the Classification of organizations?

5.1 DEFINE OF ORGANIZATION
-

An organization is a deliberate arrangement of people to accomplish some specific
purpose.

-

An organization is organized body of people with a particular purpose, especially a
business, society, association, etc.

-

A social unit of people that is structured and managed to meet a need or to pursue
collective goals. All organizations have a management structure that determines
relationships between the different activities and the members, and subdivides and
assigns roles, responsibilities, and authority to carry out different tasks.
Organizations are open systems--they affect and are affected by their environment.

5.2 CHARACTERISTICS OF ORGANIZATIONS
Organizations share three common characteristics:
(1) each has a distinct purpose
(2) each is composed of people
(3) each develops some deliberate structure so members can do their work.
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Characteristics of Organizations

Figure 6.1: Characteristics of Organizations

6.3 COMPONENTS OF THE ORGANIZATION
The organization is composed of a number of elements that can be identified as follows:
1. Objectives
2. Members.
3. Organizational structure.
4. Communications.
5. Laws.
6. Work ( Activity ).
7. Open or closed system with surrounding environment
6.4

CLASSIFICATION OF ORGANIZATIONS :
The organizations classified on the basis of their objectives may be the
following :
1. Business organizations:
They formed into organizations for earning profits. Companies,
partnership firms, sole trading firms are organized along these lines with a
profit motive to survive against competition, future expansion and
development.
2. Government organizations:
Such organizations serve for the satisfaction of the people and their
welfare. They exercise some measure of control. Central and State
government undertakings, local bodies etc., come under this category.
3. Protective organizations:
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Organizations which protect the citizens from threats and dangers.
Example of such organizations are polices, military fire brigades, navy and
air force services which shield citizens and the country from danger.
4. Service organizations:
They include voluntary organizations formed for promoting social welfare
activities in the country. They are non-profit social organizations.
5. Political organizations:
They seek to elect a member of their group to public office of the country
(parliament or legislative body). Political parties, groups and associations
come under this category.
6. Religious organizations:
They serve for the attainment of spiritual needs of members and try to
convert non-believers to their faith. Churches, mosques, temples, etc.
come under this category.
7. Associative organizations:
They satisfy the needs of people to make friendships and to have contact
with others who have competitive interests. Clubs, teams, fraternities, etc.,
come under this category.
8. Educational organizations:
They include schools, colleges, universities, institutes, etc. committed to
promote education and knowledge.
Types of business organizations
1- Sole Proprietorship – a business that is owned and controlled by one
person.

1-Advantages
a. Easy to Start
b. Owner has total control
c. Owner keeps all of the profits
2. Disadvantages
a. Unlimited Liability – responsible for debts
*your house and assets may be taken from you if
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you don’t pay your bills. (Not Good )
b. Total Responsibility – what happens if you are the
only “employee” and you are sick? Or, what if you have a
small workforce and one or more call in sick? What do you
do!?
c. Limited Growth – How can you be in two places at
once? Where do you get more money from? Family, Friends,
Second Mortgage!?
d. Limited Life – you die, what happens? How do you
support your family? What if you have outstanding debt or
loans, who pays them? Also, don’t mom and pop businesses
tend to go OUT OF BUSINESS!
2- Partnership – Two or more individuals who split responsibilities and
profits.
1. Advantages
a. Easy to Start
b. Partner Specialization – “I don’t know how that
works, but my partner does!”
c. Shared Decisions – Two minds are better than one.
d. Shared Losses – Someone to lean on.
2. Disadvantages
a. Unlimited Liability
b. Potential Partner Conflict – “My idea is better than yours!” Or,
“Start pulling your weight around here!”
c. Limited Growth
d. Limited Life
3- Corporations – a business entity owned by individual stockholders.
1. Advantages
a. Limited Liability – not responsible for the debts the
business may incur.
b. Separation of Owners and Managers – the business may have
hired help to “manage” the business.
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c. Easy Fund Raising – sell company stocks and bonds to raise
funding for growth/expansion.
d. Unlimited Life – the business has a life of its own, even when
your’s runs out. Ex: J.P. Morgan
2. Disadvantages
a. Expensive to Start – Loans must still be paid.
b. Government Regulations – government regulates corporate
production and finances through taxation policies.
c. Slow Decision Making – hierarchy of decision making takes time
and may produce no results.
d. Double Taxation – first one pays the corporate tax on their profits,
then one pays individual income tax on shares profits.
4- Franchises – Individual business owners that pay a parent company
to offer their goods and services. Ex: McDonald’s or Subway
1. Advantages
a. Management Training and Support – you are not
alone. Franchises provide “How To” guides and a built-in support
network (lifelines).
b. Standardized Quality – “Cookie Cutter” Theory provides
efficiency and consistency.
c. National Advertising Programs – no need for word of mouth
advertising.
d. Financial Assistance – owners don’t depend strictly on local
banks and family/friends…..the parent company will provide the
funding.
e. Centralized Buying Power – Franchise buys in bulk so you don’t
have to, yet you benefit from the savings.
2. Disadvantages
a. High Franchising Fees and Royalties – you use their name and
you sell their product, so they get a cut of the action.
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b. Strict Operating Standards – Dress codes, hours of operation,
building specifications, ambiance and environment must be
adhered to.
c. Purchasing Restrictions – all equipment must be purchased
directly from the parent franchise or from an approved supplier.
d. Limited Product Line – operators of franchises may not deviate
from the product line!
5- Nonprofit Organizations – Institution that exists not for profit, but
rather to provide a service. Ex: Public Schools, Hospitals, Adoption
Agencies, Labor Unions, Associations. There really is no advantage
or disadvantage to these organizations, because they are not really
meant to make money for personal and/or material growth. They are
strictly meant to provide a service, whether it is medically, socially,
educationally, or spiritually.
For example – UNICO, The Knights of Columbus, Friendly Sons of St.
Patrick, American Red Cross, “Church,” The Greater Scranton
Chamber of Commerce.
The one perk Nonprofit organizations benefit from is that they do not
have to pay taxes. Since the organization is not meant to “make
money,” then it technically cannot be taxed for capital gains.
4.7

SUMMARY
In this chapter we have defined the organization “An organization is a deliberate
arrangement of people to accomplish some specific purpose” . and we discussed the
Characteristics of organizations “(1) each has a distinct purpose (2) each is
composed of people (3) each develops some deliberate structure “. also we explain
the components of the organizations “ 1.Objectives 2. Members. 3. Organizational
structure.4. Communications. 5. Laws. 6. Work ( Activity ).7. Open or closed system
with surrounding environment at the end of this chapter we described the
classification of organizations “

Business organizations , Government

organizations , Protective organizations , Service organizations , Political
organizations , Religious organizations , Associative organizations , Educational
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organizations “ and we described the types of business organizations “Sole
Proprietorship , Partnership, Corporations, Franchises, Nonprofit Organizations “ .

4.8

EXERCISES
1- Complete the following incomplete words and translate it to Arabic :
Words

Translate To Arabic

Organ– zations
Delib – rate Arrangeme – t
Specif– c Purp – se
Characte – istics
Obje - tives
Str - cture
Commu - icatio – s
Classifi– ation

2- Fill in the blanks
An organization is a deliberate …………………………….. of people to
…………………………….. some specific …………………………….. .
3- What are the characteristics of organizations ?
1- …………………………………………………………………………………
…………………………………………………………………………………
2- ……………………………………………………………………………………
……………………………………………………………………………………
3- …………………….……………………………………………………………
……………………………………………………………………………………
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4- What are the components of organization
1- ………………………………………………………………………
2- ………………………………………………………………………
3- ………………………………………………………………………
4- ………………………………………………………………………
5- ………………………………………………………………………
6- ………………………………………………………………………
7- ………………………………………………………………………
5- What are the Classification of organizations ?
1- ……………………………………………………………………
…
2- ……………………………………………………………………
…
3- ……………………………………………………………………
…
4- ……………………………………………………………………
…
5- ……………………………………………………………………
…
6- ……………………………………………………………………
…
7- ……………………………………………………………………
…
8- ……………………………………………………………………
…
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CHAPTER SEVEN
PLANNHING
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A: CHAPTER OUTLINE
7.1 Introduction
7.2 Definition of Planning
7.3 Importance of planning
7.4 Purposes of Planning
7.5 Planning and Performance
7.6 Steps /stages of planning
7.7 Types of planning
7.8 Summary
7.9 Exercises

B: LEARNING OBJECTIVES
After completing the study of this chapter the student should be able to understand the answer
of the following questions :
1- What is the define of planning ?
2- What are the importance of planning ?
3- Describe the purposes of planning ?
4- State the relationship between planning and performance
5- Explain the steps /stages of planning ?
6- What are the types of planning ?

7.1 INTRODUCTION
Planning is the first task of a manager and forms the basis from which all the other tasks are
derived. Management decides the future of the organization by planning, strategizing and
implementing plans.


Planning is a way for achieve the goals .



Planning begins by setting the goals and end with achieving the goals .



Planning is what I want and how can I reach to what I want ?



planning is related to future not to past or present

7.2 DEFINITION OF PLANNING :
Planning has been defined in many different ways by different authors. Here is a sample:
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Planning is the process of determine how the organization achieves its
goals .



Planning is the process of determining the organization’s objectives and how
to accomplish them.





Planning is A primary managerial activity that involves:
-

Identify the organization goals.

-

Setting the strategy for achieving those goals

-

Developing plans for organization activities.

Planning precedes all other managerial functions as it establishes the
objectives and purpose of the project or enterprise.



It is the ‘star or compass’ which directs the project.



Planning is a pervasive function – as it is performed by all managers at all
levels. It only varies with authority and nature of policies. (A manager is
not a manager if he does not perform a planning function).



Research has shown that effective supervisors even at the lowest levels are
those who have the ability to plan.



Plans must be efficient – where efficiency is measured by the contribution
of the plan to accomplish objectives at the lowest cost. It implies the inputoutput ratio and cost-benefit analysis of the of the plan.



Efficiency of plans is not measured only in terms of money but intangible
costs such low morale, hostility by employees, layoffs, and resentment.



A plan becomes inefficient if it cannot accomplish its intended objective or
accomplishes it at high costs e.g. A CEO who adopts a retrenchment plan to
cut costs only to experience lower productivity due to fear, resentment and
loss of morale by the employees thus defeating the objectives of reducing
expenses and making profits.

7.3 IMPORTANCE OF PLANNING
1- Planning clearly determines the goals of organization.
2- Planning determines the resources that should be used in the organization.
3- Planning determines the time required to carry out the works of organization.
4- Planning shows the problems that are expected in the future for solve them
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5- Planning is standard for controlling and performance appraisal
6- Planning ensures optimum use of organization resources

7.4 PURPOSES OF PLANNING
1- Provides direction
2- Reduces uncertainty
3- Minimizes waste and redundancy
4- Sets the standards for controlling

7.5 PLANNING AND PERFORMANCE
 The Relationship Between Planning and Performance
–

Formal planning is associated with:
 Higher profits and returns on assets.
 Positive financial results.

–

The quality of planning and implementation affects performance more than the
extent of planning.

–

The external environment can reduce the impact of planning on performance.

–

Formal planning must be used for several years before planning begins to
affect performance.

7.6 STEPS /STAGES OF PLANNING
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8- Numbering
plans by
budgeting

7- Formulating
derivative plans

6- Selecting a
course of action

1- Being aware
of opportunities

Planning
Steps

2- Establishing
objectives

5- Evaluating
alternative courses
of action

4- Determining
alternative
courses of action

3- Premising

Figure 7.1 the steps /stages of planning
1) Being aware of opportunities.


Ability to see clearly future opportunities, and have knowledge of own strengths and
weaknesses.



Panning requires realistic diagnosis of the opportunity situation.

2) Establishing objectives


Involves specifying expected results

3) Premising.
Premises are planning assumptions which form the context in which planning takes
place.


Planning premises set the parameters or boundaries within which realistic goals can
be formulated.



It means the org. cannot set goals and make goals that are unattainable in terms of
the environment and resources at the disposal of the org.

Planning premises are derived from the:


Purpose of the Org.



Mission
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Business environment



Management values – which determine the organizational commitment to
social responsibility



Experience of management.

4) Determining alternative courses of action.


Involves search and examination of alternative courses of action.



Alternatives are many but they have to be reduced and analyzed until
only a few promising ones remain. (Plan A versus Plan B)

5) Evaluating alternative courses of action.


Involves weighing the strengths and weaknesses of a plan against set
objectives.



Evaluation is in terms of risk, profitability, returns, costs, technology,
image etc.



Evaluation is difficult because of the many variables that can influence
a plan.

6) Selecting a course of action.


This is the point at which a plan is adopted.



It is the point of decision making on which alternative to follow.

7) Formulating derivative plans.


Once a decision is made and a course of action taken, derivative plans
are required to support the basic plan. E.g. KQ decides to acquire a new
fleet, hence derivative plans would be needed for expansion of runways,
hiring and training new pilots, crew, acquisition of spare parts,
scheduling and advertising, insurance etc.

8) Numbering plans by budgeting.

Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany

75

MANAGERIAL STUDIES IN ENGLISH

DR. ANWAR MUSLEH SALEH MOOZAB



After decisions are made and plans set, they have to be given meaning.



Done by converting the plans into budgets representing income and
expenses, profit and losses, etc.



Budgets are an important of measure and control of plans.

7.7 TYPES OF PLANNING :

Strategic plans: These are broad plans developed by top managers to guide the general
direction of the firm. They follow from major goals of the firm and indicate what business the
firm is in or what business it intends to be in. They show where the firm will position itself
within its environment.
Tactical plans: They have a moderate scope and immediate timeframe. They are concerned
with how to implement the strategic plans that are already developed. They deal with specific
resources and time constraints. They mainly focus on people and action. They are mainly
associated with middle management.

Operational plans: They have the narrowest focus and they fall into many types. They include:

Standing plan: these are developed to handle recurring and relatively routine situations. When
the same situations occur repeatedly, managers have to develop policies, rules and standard
operating procedures to control the way employees perform their tasks.
Single use plans: are developed handle non-programmed decision making in an unusual or
unique situation, e.g. specific action plan to complete a project.

Long-range planning: It covers several time periods from 5 years. They are mostly associated
with activities such as major expansion of facilities, development of top managers, change of
manufacturing systems etc.Top managers are responsible for long range planning
(modernization of Kenyan airports is a KAA long range plan driven by top management)

Intermediate planning: they are less than five years and because of the uncertainty associated
with long-range plans, intermediate plans are the primary concern of most organizations. They
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are usually developed by both top and middle management. They are the building blocks in the
pursuit of long range plans.

Short range planning: These cover time periods of one year or less. They focus on day to day
activities and provide a concrete base for evaluating progress towards achievement of
intermediate and long range plans e.g. the economic survey.

Levels of planning
Planning takes place at three levels of management: corporate, business and functional.
Corporate level strategy: The corporate level plan contains top management decisions
pertaining to the organization’s mission and goals, overall strategy and structure. The corporate
level strategy indicates the industry and markets the organization intends to operate in. It also
provides the framework within which managers create their business level plan.

Business level strategy: states the methods the division or business it intends to use to compete
against its rivals in an industry. The business level plan provides the framework within which
functional managers propose to pursue to help the division attain its business level goals which
in turn will allow the organization to avhieve its corporate goals.

Functional level strategy: These set out the actions managers intend to take at the level of
departments such as manufacturing, marketing, and research and development to allow the
organization to attain its goals.

Consistency across the three levels is important for success. Functional strategies should be
consistent with divisional goals while business goals should in turn be consistent with corporate
strategies.

Strategic planning
Strategic planning is the formalized long-range planning process used to define and achieve
organizational goals. It involves: selecting an organizational goal, determining the policies and
strategic programmes necessary to achieve specific objectives, establishing the methods
necessary to ensure that policies and strategic programmes are implemented. A vital component
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in strategic planning is organizational goals. They provide a sense of direction for
organizational activities. Goal includes purpose, mission and objectives.

Purpose is the primary role of an organization as defined by the society in which it operates. It
is a broad aim that applies not only to a given organization but to all organizations of its type
in that society. For example, the purpose of all hospitals is to provide healthcare.

Mission is that unique aim that sets the organization apart from others of its type. Although the
purpose of all hospitals is the same, individually, they have different missions.

Objective is the target that must be reached if the organization is to achieve its goals. They are
the translation of its mission into specific corporate terms against which results can be
measured.

Strategy refers to the pattern of the organizations response to its environment over time. Thus
it is a broad programme for achieving the organizations objectives and thus implementation of
its vision.

Characteristics of strategic plans

-

deals with fundamentals of basic problems by providing answers questions such as:
what business should we be in? who are our customers or who should they be?

-

Provides the basis for detailed planning and the day to day managerial decisions

-

Involves a longer time-frame than other forms of planning

-

It is a top management activity as they have the information necessary for strategic
decisions

-

Helps integrate and unify the actions of the organization over time

-

It provides guidance and boundaries for potential planning

Why organizations employ strategic planning
-

Managers find that the definition of the mission of their organizations in specific terms
through strategic planning gives their organization direction and purpose
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It results in better functioning of the organization because it helps managers develop a
clear cut concept of their organization making it possible to formulate plans and
activities that bring the organization closer to its goals

-

It helps managers to prepare for and respond to the increasing complex and dynamic
environment. They are able to anticipate changes in the environment and prepare for
them. Such changes include: technological change; growing complexity of managerial
jobs; complex external environment (politics, culture, society etc); time lag between
current decisions and their future results etc. With all these changes managers cannot
afford to take a short-term perspective of their organization. They need to look more
into the future and integrate it with the present if their organizations are going to survive.

Figure 7.2 Types of planning
 Strategic Plans
–

Apply to the entire organization.

–

Establish the organization’s overall goals.

– Seek to position the organization in terms of its environment.
– Cover extended periods of time.
 Operational Plans
–

Specify the details of how the overall goals are to be achieved.

–

Cover short time period.

 Long-Term Plans
– Plans with time frames extending beyond three years
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 Short-Term Plans
–

Plans with time frames on one year or less

 Specific Plans
–

Plans that are clearly defined and leave no room for interpretation

 Directional Plans
–

Flexible plans that set out general guidelines, provide focus, yet allow discretion
in implementation.

Figure 7.3 Planning in the Hierarchy of Organizations

7.8 SUMMARY
In this chapter we have defined the first function of management , planning “Planning
is the process of determine how the organization achieves its goals “ and we described the
importance of planning “Planning clearly determines the goals of organization, Planning
determines the resources that should be used in the organization , Planning determines the
time required to carry out the works of organization, Planning shows the problems that are
expected in the future for solve them, Planning is standard for controlling and performance
appraisal , Planning ensures optimum use of organization resources” . We also explain
purposes of planning “ Provides direction, Reduces uncertainty, Minimizes waste and
redundancy, Sets the standards for controlling” . and we also explain the relationship
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between planning and performance “Formal planning is associated with, The quality of
planning and implementation affects performance more than the extent of planning, The
external environment can reduce the impact of planning on performance, Formal planning
must be used for several years before planning begins to affect performance “ and we
explain steps /stages of planning “Being aware of opportunities , Establishing objectives
, Premising , Determining alternative courses of action , Evaluating alternative courses of
action , Selecting a course of action , Formulating derivative plans , Numbering plans by
budgeting “. at the end of this chapter we described the types of planning “Strategic
Plans, Operational Plans, Long-Term Plans, Short-Term Plans, Specific Plans, Directional
Plans”.
7.9 EXERCISES
1- Complete the following incomplete words and translate it to Arabic :
Words

Translate To Arabic

Plan – ing
Import– nce
Purpo– es
Perfor– ance
Ste– s
St– ges
Achie– es
Go– ls
Standards
Rel– tion– hip
Aff– cts
Prof– ts
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Eval– ating
Alte– native
Strat– gic
Oper– tional
2- Fill in the blanks
a- Planning is the process of …………………………….. how the
organization …………………………….. its goals
b- Planning determines the …………………………….. that should be
…………………………….. in the organization.
3- Choose the right answer
1- Planning is a way for :
a- achieve the goals
b- achieve the employees
c- achieve cost
2- planning is related to :
a- present
b- future
c- past

3- Planning is standard for :
a- environment
b- problems
c- controlling

4- Planning is provides :
a- Performance
b- Direction
c- Uncertainty
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5- Formal planning is associated with :
a- Higher profits and returns on assets
b- Positive functions results
c- Developed goals

4- What are the importance of planning ?
1- …………………………………………………………………………………………
………………………….………………………………………………………………
2- …………………….……………………………………………………………………
……………………….…………………………………………………………………
3- ……………………………….……….…………………………………………………
……………………….…………………………………………………………………
4- ……………………………………………..……………………………………………
……………………….…………………………………………………………………
5- ……………………………………………..……………………………………………
……………………….…………………………………………………………………
5- What are the steps /stages of planning ?
1- ………………………………………………………………………
2- ………………………………………………………………………
3- ………………………………………………………………………
4- ………………………………………………………………………
5- ………………………………………………………………………
6- ………………………………………………………………………
7- ………………………………………………………………………
8- ………………………………………………………………………
6- What are the types of planning ?
1- …………………………………………………………………………………………
………………………….………………………………………………………………
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2- …………………….……………………………………………………………………
……………………….…………………………………………………………………
3- ……………………………….……….…………………………………………………
……………………….…………………………………………………………………
4- ……………………………………………..……………………………………………
……………………….…………………………………………………………………
5- ……………………………………………..……………………………………………
…………………….……………………………………………………………………
6- ……………………………………………..……………………………………………
……………………….…………………………………………………………………
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CHAPTER EIGHT
ORGANIZING
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A: CHAPTER OUTLINE
8.1 Definition of organizing
8.2 Importance of organizing
8.3 Steps of organizing
8.4 Basic elements of formal organizing
8.4.1 Centralization and decentralization
8.4.2 Delegation of authority and responsibility
8.4.3 Span of control or supervision.
8.4.4 Division of work
8.4.5 Departmentation
8.5 kinds of organizational structure
8.6 Summary
8.7 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter the student should be able to understand the
answer of the following questions :
1- What is the define of organizing?
2- What are the importance of organizing?
3- What are the steps of organizing?
4- Explain the basic elements of formal organizing?
5- What are kinds of organizational structure?
6- What are the factors that influencing in choice the organizational structure?
8.1 DEFINITION OF ORGANIZING
Organizing is the managerial function of designing and maintaining a system of roles. An
organizational role must include: objectives; major activities of role; authority; availability
of necessary information and other resources.
Organizing: is the process of creating a structure for the organization that will enable the
various players to work together effectively towards its objectives.
Organizing is a function by which the concern is able to define the role positions, the jobs
related and the co-ordination between authority and responsibility”. Chester Barnard
(1886-1961).
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Organizing is the process of identify the functions , classifying of activities, identify of
responsibilities and delegate the authority.
Organizing is the process of coordinating the works to be done in the organization.
Organizing is the process of arranging people and other resources to work together for
achieve the organization goals.
Organizing is the process of identify the functions, departments , divisions of works,
identify the authorities & responsibilities and recruiting employees in order to achieve the
organization goals
8.2 IMPORTANCE OF ORGANIZING
1. Organizing is necessary to avoid confusion of roles, tasks etc.
2. Organizing clarifies the responsibilities of the employees of the organization
3. It allocates accountability to each employee for the outcomes of the work they are
responsible for
4. It establishes clear channels of communication
5. It enables managers to deploy resources (human, financial, informational, and
physical) meaningfully and synergy can be reached
6. It enables monitoring of organizational activities
7. Allows for co-ordination of different parts of the organization and different areas of
work
8. It provides the flexibility needed to respond to future demands and developments
9. It creating relationships that will minimize friction.
10. It focus on objectives, and facilitate attaining them.
11. It cleary define responsibilities and line of authority of all members of staff.
12. It arrangement of positions, and jobs within the hierarchy.
8.3 STEPS OF ORGANIZING
A manager performs organizing function with the help of following steps:1- Identification of goals : it is the first steps in organizing In this step the organization
identify it goals because the Identification of activities ( next steps in organizing)
depend on identify the goals
2- Identification of activities : All the activities which have to be performed in a
concern have to be identified first. For example, preparation of accounts, making
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sales, record keeping, quality control, inventory control, etc. All these activities have
to be grouped and classified into units.
3- Departmentally organizing the activities : In this step, the manager tries to
combine and group similar and related activities into units or departments. This
organization of dividing the whole concern into independent units and departments
is called departmentalization.
4- Classifying the authority : Once the departments are made, the manager likes to
classify the powers and its extent to the managers. This activity of giving a rank in
order to the managerial positions is called hierarchy. The top management is into
formulation of policies, the middle level management into departmental supervision
and lower level management into supervision of foremen. The clarification of
authority help in bringing efficiency in the running of a concern. This helps in
achieving efficiency in the running of a concern. This helps in avoiding wastage of
time, money, effort, in avoidance of duplication or overlapping of efforts and this
helps in bringing smoothness in a concern’s working.
5- Co-ordination between authority and responsibility : Relationships are
established among various groups to enable smooth interaction toward the
achievement of the organizational goal. Each individual is made aware of his
authority and he/she knows whom they have to take orders from and to whom they
are accountable and to whom they have to report. A clear organizational structure is
drawn and all the employees are made aware of it.
8.4 BASIC ELEMENTS OF FORMAL ORGANIZING
1- Centralization and decentralization.
2- Delegation of authority and responsibility.
3- Span of control or supervision .
4- Division of work.
5- Departmentation.
8.4.1

Centralization and decentralization :
1- Centralization:
- Centralization is concerned with decision making and action by top
management
- Advantages of centralization :
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1-Power and prestige are provided to the chief executive.
2-Duplication of functions and efforts are minimized.
3-Extensive controlling procedures and practices are not required.
-Disadvantages of centralization :
The functions that are usually performed by middle manager are neglected so
they become demotivated .
2- Decentralization :
-

Decentralization means systematic and consistent delegation of authority to the
levels were the work is performed

-

Advantages of decentralization :
1- Raises moral and promotes interpersonal relationships.
2- Brings decision making close to action.
3- Develops managers by allowing them to manage.
4- Coordination improves, especially for services.

-

Disadvantages of decentralization :

1- Top administration may not desire decentralization, they may feel it would decrease
their status.
2- Increased costs. It requires, more managers and large staff.
3- It may lead to overlapping an duplication of effort.
4- Emergency decisions may not be possible.
5- It may lead to lack of uniformity and lowering of standards in decision making.
8.4.2

Delegation of authorities and responsibilities :
1- Delegation :

-

Delegation is a two-way process by which responsibility and authority for
performing tasks is assigned to certain nurse.

-

The delegation process :
1- Analyzing the delegate's job
2- Analyzing the subordinate’s job strengths and weaknesses
3- Determining the specific tasks to be delegated
4- Delegating appropriate tasks to the subordinate.
5- Providing feedback and following up

-

Factors affecting delegation :
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1- Organization’s size.
2- Importance of duty or decision.
3- Task complexity.
4- Organizational culture.
5- Qualities of subordinates.
-

Main principles of delegation :
1- Responsibilities cannot be delegated.
2- Avoid dual subordination.
3- Authority and responsibilities should be equal.

-

Barriers to delegating :
1- Lack of experience of both delegator and delegate.
2- Lack of confidence in subordinates.
3- Failure to delegate authority that equal with responsibility.
4- Fear of being disliked.
5- Refusal to allow mistakes.
2- Authority :

-

Authority is defined as official power to act. It is the power given by the position
to direct the work of others. Manager have the authority to hire, fire and discipline
others.

-

When authority is delegated, there are two decisions to be made
1- what areas of authority?
2- what will be the limits?

-

Types of authority :
There are three types of authority :
1- Line authority :
The right to carry out tasks and give orders related to the organization’s primary
purpose.
 Line authority is related to the production and/or delivery of products or
services.
 Those associated with production are described as line supervisors.
2- Staff authority :
The right to advise or assist those with line authority.
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 Staff authority provides support for line functions
3- Functional authority :
The right given by higher management to specific staff personnel to give orders
concerning an area in which the staff personnel have expertise.
3- Responsibility :
Responsibility is the obligation involved when one accepts an assigned task.
Q. What is the difference between responsibility and authority?
Responsibility is the duty to perform an assigned task; authority is the power to
make the decisions necessary to complete that task. Responsibility and
authority should be closely linked for any given assignment.
4- Accountability :
Refers to liability. The subordinates must be held answerable properly carry out
their duties
8.4.3

Span of control or supervision :
The number of subordinates that can be adequately supervised by one executive
1- Narrow span of control
2- Wide span of control

1- Narrow span of control :
•

Advantages

-

Close supervision.

-

Close control.

-

Fast communication

•

Disadvantages

-

Many level of management.

-

High costs due to many levels.

-

Excessive distance between lowest level and top level.

2- Wide span of control :
•

Advantages

-

Superior are forced to delegate.

-

Clear policies must be made.

-

Subordinates must be carefully selected.

•

Disadvantages
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-

Danger of superior’s loss of control.

-

Requires exceptional quality of managers.

3- Factors determining the span of control :
1- The competence of both the supervisor and subordinates.
2- Lower level managers have a wider range of span than top level manager.
3- The similarity or dissimilarity of activities being supervised.
4- The incident of new problems in the units.
5- The extent of standardized
6- Stability of work nature and complexity of work
8.4.4

Division of work :
Division of work mean dividing large task into smaller packages of work to be
distributed among several people.

8.4.5

Departmentation
Grouping activities into units for the purpose of administration .It can be classified
by function, product, geographical, process and consumer.

8.5 ORGANIZATIONAL STRUCTURES
8.5.1 Definition of Organizational
Structure defines an organization through specification of the jobs to be performed and
the ways in which these jobs relate to one another. All organizations develop their own
appropriate structures.
8.5.2 Kinds of Organizational Structure
1. Functional Organizational Structure
Often used by most small- and medium-sized firms, functional
organizations divide job responsibilities by functional areas, such as
marketing or finance.
2. Divisional Organizational Structure
Corporate divisions usually operate under this structure as relatively
autonomous businesses under the larger corporate umbrella. Divisions are
departments that resemble separate businesses in that they produce and
market their own products.
3. Matrix Organizational Structure
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In this structure, teams are formed in which individuals report to two or more
managers, usually including a line manager and a staff manager. The matrix
structure is highly flexible and readily adaptable to changing circumstances.
8.5.3 Factors influencing in choice the organizational structure
1- Size of organization
2- Environment
3- Technology

8.6 SUMMARY
In this chapter we have defined organizing the second function of management
Organizing is the process of identify the functions , classifying of activities, identify
of responsibilities and delegate the authority “ and we described the importance of
organizing “Organizing is necessary to avoid confusion of roles, tasks etc.
Organizing clarifies the responsibilities of the employees of the organization .It
allocates accountability to each employee for the outcomes of the work they are
responsible for .It establishes clear channels of communication. It enables managers
to deploy resources (human, financial, informational, and physical) meaningfully and
synergy can be reached. It enables monitoring of organizational activities. Allows
for co-ordination of different parts of the organization and different areas of work. It
provides the flexibility needed to respond to future demands and developments. It
creating relationships that will minimize friction. It focus on objectives, and facilitate
attaining them. It cleary define responsibilities and line of authority of all members
of staff. It arrangement of positions, and jobs within the hierarchy” and we also
explain the steps of organizing “Identification of goals , Identification of activities
, Departmentally organizing the activities , Classifying the authority , Co-ordination
between authority and responsibility” and we discussed the basic elements of
formal organizing “ centralization and decentralization , delegation of authority and
responsibility, span of control or supervision, division of work, departmentation ” we
also explain the kinds of Organizational Structure “Functional Organizational
Structure, Divisional Organizational Structure, Matrix Organizational Structure” at
the end of this chapter we discussed the Factors influencing in choice the
organizational structure “Size of organization, Environment, Technology”.
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8.7 EXERCISES
1- Complete the following incomplete words and translate it to Arabic :
Words

Translate To Arabic

Organi - ing
Functi - n
Autho - ity
A - tivities
Respons - bilities
Comm - nication channels
Hi - rarchy
S - eps of organizing
Identification of goals
Identific - tion of activities
Departmentally organizing the ac ivities
Classifying the a - thority
Co-ordin - tion between authority and
responsibility
Cent - alization
Decentraliz - tion
Deleg - tion of authority and
responsibility
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Sp - n of control or supervision
Div - sion of work
Dep - rtmentation
L - ne authority
St - ff authority
F - nctional authority
A - countability
Spa - of control or supervision
Ad - antages
Disadvanta - es
Organizational stru - tures
Functio - al organizational structure
Divisi - nal organizational structure
Matr - x organizational structure

2- Fill in the blanks
a- Organizing is the process of identify the ……………………………..,
departments , divisions of …………………………….., identify the
…………………………….. & responsibilities and recruiting employees in
order to …………………………….. the organization goals.
b- Organizing is necessary to avoid …………………………….. of roles, tasks.
c- Centralization is concerned with …………………………….. making and
…………………………….. by top ……………………………..
d- Decentralization means systematic and ……………………………..delegation
of ……………………………..to the levels were the
……………………………..is performed
e- Staff authority provides support for ……………………………..functions
3- Choose the right answer
1- Identification of activities depend on :
a- identify the managers
b- identify the authority
c- identify the goals
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2- Organizing establishes clear :
a- communication channels
b- organization size
c- public environment
3- It is defined as “ the right to advise or assist those with line authority” :
a- functional authority
b- staff authority
c- line authority

4- It is one of factors that influencing in choice the organizational structure :
a- technology
b- activities
c- employees

4- What are the steps of organizing?
1- ………………………………………………………………………………………
……………………………………….……….………………………………………
2- …………………….…………………………………………………………………
…………………………………….……….…………………………………………
3- ……………………………….……….………………………………………………
…………………………………….……….…………………………………………
4- ……………………………………………..…………………………………………
…………………………………….……….…………………………………………
5- ……………………………………………..…………………………………………
…………………………………….……….…………………………………………
5- What are kinds of organizational structure?
1- ……………………………………………………………………
2- ……………………………………………………………………
3- ………………………………………………………………
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6- What is the difference between responsibility and authority?
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
7- What are the factors that influencing in choice the organizational structure?
1- ……………………………………………………………………
2- ……………………………………………………………………
3- ……………………………………………………………………
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CHAPTER NINE
DIRECTING
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A: CHAPTER OUTLINE
9.1 Introduction to directing
9.2 Definition of directing
9.3 Importance of directing
9.4 Elements of directing.
9.4.1

Communication

9.4.2

Supervision

9.4.3

Motivation

9.4.4

Leadership

9.5 Summary
9.6 Exercises
B: LEARNING OBJECTIVES
After completing the study of this chapter the student should be able to understand the
answer of the following questions :
1- State the meaning and importance of directing function?
2- State the importance of directing?
3- Identify the elements of directing.
4- Describe the meaning and importance of communication?
5- State the different types of communication?
6- Explain the meaning, functions and importance of supervision?
7- Describe the meaning and importance of motivation?
8- State the various ways of motivation?
9- Explain the meaning and importance of leadership?
10- Explain the difference between a leader and a manager?
11- Identify the qualities of a good leader?
9.1 INTRODUCTION
The managerial function of directing is like the activities of a teacher in a classroom. In order
to teach, a teacher has to guide his students, maintain discipline, inspire them and lead them
to the desired goal. It is a very important function in the management of any enterprise. It
helps the managers in ensuring quality performance of jobs by the employees and
achievement of organizational goals. It involves supervision, communication and providing
leadership to the subordinates and motivating them to contribute to their best of capability.
In this lesson we will learn about this function in detail.
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9.2 DEFINITION OF DIRECTING
While managing an enterprise, managers have to get things done through people. In order to
be able to do so, they have to undertake many activities, like guide the people who work
under them, inspire and lead them to achieve common objectives. An office manager, for
instance, has to supervise the activities of his subordinates, i.e., typists, office assistants,
dispatchers, accounts clerks, etc. He has to issue instructions to them and describe and
illustrate the work and related activities. He has to tell them what to do, and how to do it.
The office manager can plan, organize and appoint people, but he can not get things done,
unless he assigns specific duties to his subordinates and motivates them to perform well. All
these activities of a manager constitute the directing function. Thus, directing is concerned
with instructing, guiding, supervising and inspiring people in the organization to achieve its
objectives. It is the process of telling people what to do and seeing that they do it in the best
possible manner.
The directing function thus, involves:
-

Telling employees what is to be done and explaining to them how to do it

-

Issuing instructions and orders to employees for carryout their works.

-

Supervising to implement of works.

-

Motivating the employees to develop their performance for contribute to the
achievement of organizational goals.

-

providing leadership.


The activity of influencing people to strive willingly towards
group objectives.



The process of influencing the activities of an individual or group
towards goal achievement in a given situation.



A process of giving purpose (meaningful directions) to collective
effort and causing willing effort to be expended to achieve such a
purpose.



Getting people to move in certain directions, make decisions and
support paths they would typically not have selected.



The process of making sense of what people are doing together,
so that they will understand and be committed to the goal.
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The process of articulating visions, embodying values and
creating the environment within which things can be
accomplished.

9.3 IMPORTANCE OF DIRECTING
Plans remain mere plans unless they are put into action. In the absence of direction,
subordinates will have no idea as to what to do. They will probably not be inspired to
complete the job satisfactorily. Implementation of plans is, thus, largely the concern of
directing function.
As a function of management, directing is useful in many ways.
1- Directing guides and helps the employees to complete the given task properly and as
per schedule.
2- It provides the necessary motivation to subordinates to complete the work
satisfactorily and strive to do them best.
3- It helps in maintaining discipline and rewarding those who do well.
4- Directing involves supervision, which is essential to make sure that work is
performed according to the orders and instructions.
5- Different people perform different activities in the organization. All the activities are
interrelated. In order to co-ordinate the activities carried out in different parts and to
ensure that they are performed well, directing is important. It thus, helps to
integrate the various activities and so also the individual goals with organizational
goals.
6- Directing involves leadership that essentially helps in creating appropriate work
environment and build up team spirit.
7- Directing ensures that work is performed according to the orders and instructions
and as per plan of the organization
9.4 ELEMENTS OF DIRECTING
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Communication

Leadership

ELEMENTS
IN
DIRECTING

Supervision

Motivation

9.4.1 COMMUNICATION :
9.4.1.1 DEFINITION OF COMMUNICATION
Communication is a basic organizational function, which refers to the process by which a
person (known as sender) transmits information or messages to another person (known as
receiver). The purpose of communication in organizations is to convey orders, instructions,
or information so as to bring desired changes in the performance and or the attitude of
employees. In an organization, supervisors transmit information to subordinates. Proper
communication results in clarity and securing the cooperation of subordinates.
Faulty communication may create problems due to misunderstanding between the superior
and subordinates. The subordinates must correctly understand the message conveyed to
them. Thus, in communication:


There are two parties, one is known as the sender and the other is
known as receiver;



There is a message sent by the sender to the receiver; and



The receiver receives the message and understands it.

Communication does not always flow from supervisor to subordinate. It can also be from
a subordinate to a supervisor. For example, subordinates can pass information to the
supervisor about the faults/problems at the assembly line. Thus, it is a two way process.

9.4.1.2 IMPORTANCE OF COMMUNICATION
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Communication in organizations is so important that it is said to be the lifeblood of the
organization. Success of direction largely depends on how effectively the manager can
communicate with his subordinates. Proper communication in organizations at all levels
and between all levels can improve both the quantity and quality of output. Some of the
benefits of communication are as follows:
1- Communication helps employees to understand their role clearly and perform
effectively.
2- It helps in achieving co-ordination and mutual understanding which in turn, leads to
industrial harmony and increased productivity.
3- Communication improves managerial efficiency and ensures cooperation of the
staff.
4- Effective communication helps in moulding attitudes and building up employees’
morale.
5- Communication is the means through which delegation and decentralization of
authority is successfully accomplished in an organization.

9.4.1.3 TYPES OF COMMUNICATION
In an organization communication can be made from supervisor to subordinate, from
subordinate to supervisor and also between two supervisors at the same level.
Communication can be done orally or in writing or even through gestures. Communication
may be made through formal or informal channels. Thus, the various types of
communication are as follows
On the basis of channel

On the basis of

used

direction

(i)

Formal

(iii)

Upward

(ii)

Informal

(iv)

Downward

(v)

Horizontal

(vi)

Diagonal

On the basis of mode used

(vii)

verbal- (a) oral, (b)
written

(viii)

Non-verbal
(gestural)

a- Formal and Informal Communication
The path through which information flows is called channel of communication. In
every organization we have both formal and informal channels. The paths of
communication which are based on relationship establish formally by management
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are the formal channels. For example, the General Manager communicates a decision
to the production manager who may then issue orders or instructions to the foremen.
It may also be like a worker applying to his supervisor for a loan from the GPF
account. He/she forwards it to the Manager Accounts who finally sends it to the
General Manager (Finance) for approval.
Communication, which takes place on the basis of informal or social relations among
staff, is called informal communication. For example, any sharing of information
between a production supervisor and an accountant, as they happen to be friends or
so. Mostly informal channels are used due to friendly interaction of members of an
organization. In fact, it may be purely personal or related to organizational matters.
b- Upward, Downward, Horizontal and Diagonal Communication
On the basis of the flow or direction of communication in organizations, it can be
classified as upward, downward, horizontal or diagonal. When employees make any
request, appeal, report, suggest or communicate ideas to the superior, the flow of
communication is upward i.e., from bottom to top. For instance, when a typist drops
a suggestion in the suggestion box, or a foreman reports breakdown of machinery to
the factory manager, the flow of communication is upward. Upward communication
encourages employees to participate actively in the operations of their department.
They get encouraged and their sense of responsibility increases when they are heard
by their supervisors about problems affecting the jobs.
When communication is made from superiors down the hierarchy it is called a
downward communication. For instance, when superiors issue orders and
instructions to subordinates, it is known as downward communication. When the
General Manager orders supervisors to work overtime, the flow of communication is
downward i.e., from top to bottom. Similarly, communication of work assignments,
notices, requests for performance, etc. through bulletin boards, memos, reports,
speeches, meetings, etc, are all forms of downward communication.
Communication can also be amongst members at the same level in the organization.
For instance, production manager may communicate the production plan to the sales
manager. This is known as horizontal flow of communication. Here, the
communication is among people of the same rank and status. Such communication
facilitates coordination of activities that are interdependent.
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When communication is made between people who are neither in the same
department nor at the same level of organizational hierarchy, it is called diagonal
communication. For example, cost accountant may request for reports from sales
representatives not the sales manager for the purpose of distribution cost analysis.
This type of communication does take place under special circumstances.

c- Verbal and Non-verbal Communication
On the basis of the mode used, communication may be verbal or non-verbal. While
communicating, managers may talk to their subordinates either face to face or on
telephone or they may send letters, issue notices, or memos. These are all verbal
communication. Thus, the verbal modes of communication may be oral and written.
Face to face communication, as in interviews, meetings and seminars, are examples
of oral communication. Issuing orders and instructions on telephone or through an
intercommunication system is also oral communication. The written modes of
communication include letters, circulars, notices and memos. Sometimes verbal
communication is supported by non-verbal communication such as facial
expressions and body gestures. For example – wave of hand, a smile or a frown etc.
This is also termed as the gestural communication.

9.4.2 SUPERVISION
9.4.2.1 DEFINITION OF SUPERVISION
After the employees have been instructed regarding what they have to do and how to
do, it is the duty of the manager to see that they perform the work as per instructions.
This is known as supervision. Managers play the role of supervisors and ensure that
the work is done as per the instructions and the plans. Supervisors clarify all
instructions and guide employees to work as a team in co-operation with others.
Supervisors solve most of the routine job-related problems of subordinates.
Supervisor, thus, performs the following functions:


clarifies orders and instructions issued to subordinates and ensures
that they have understand and follow these fully.



ensures that subordinates have the required facilities to perform
their jobs.
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keeps a watch and guides the activities of subordinates in
performing their jobs.



broadens the horizon of his subordinates by making them aware
of the wider aspects of their day-to-day work.



coordinates the work of different subordinates under him.



detects errors and omissions and ensures their rectification.

Though supervision is required at all levels of management, it is of great importance
at the operational level i.e., at the level of first line supervisor. Managers at this level
devote maximum time in supervising the work of subordinates. Though the top or
middle level managers also supervise the work of their subordinate managers, but it
is the first line supervisors who are in direct and constant touch with operatives i.e.,
workers in the factory and clerical staff in the office. Thus, they are directly
responsible for getting the work done through most of the employees in an
organization.
9.4.2.2 IMPORTANCE OF SUPERVISION
From what has been said about supervision, it must be clear to you that supervision
is of great significance in getting the work done as per plans and as scheduled. On
the basis of the influence on the work at operational level and human approach to the
problems of workers, the supervision can ensure workers cooperation and support in
achieving organizational objectives.
Supervisors are the key people among managers at different levels. They are the link
between the top and middle management and the workers. Take, for example, the
foreman of the factory or the office superintendent in the office. Both of them are
members of the management team, and are in direct contact with operatives in the
workshop and clerical staff in the office. They are the mouthpiece of management
for communicating its ideas, plans and policies to the workers and employees. At the
same time, they have to play the role of principal spokesmen of their subordinates to
communicate their feelings and grievances to the management. Thus, it is only the
supervisor who, as a member of the management team, is capable of developing links
to workers. Supervisors are expected to maintain the best and friendly relations with
their seniors as well as with the workers and enjoy the trust and confidence of both
management and operatives.
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9.4.3 MOTIVATION
9.4.3.1 DEFINITION OF MOTIVATION
Motivation is one of the important elements of directing. Issuance of proper
instructions or orders does not necessarily ensure that they will be properly carried
out. It requires manager to inspire or induce the employees to act and get the expected
result. This is called motivation. It is a force that inspire a person at work to intensify
his willingness to use the best of his capability for achievement of specify objectives.
It may be in the form of incentives like financial (such as bonus, commission etc.)
or, non-financial (such as appreciation, growth etc.), or it could be positive or
negative. Basically, motivation is directed towards goals and prompt people to act.
9.4.3.2 IMPORTANCE OF MOTIVATION
While performing a job two things are required. The ability to work and the
willingness to work. Without willingness to work, ability to work can not produce
results. The importance of motivation lies in converting this ability to work into
willingness to work. Performance depends on ability as well as willingness; and
willingness depends on motivation. Thus, motivation is a key element in directing
people to do the job. Some of the other benefits or importance of motivation are:


with proper motivation there can be maximum utilisation of the
factors of production like men, money, material etc.



if employees are motivated it will reduce employee turnover and
absenteeism.



motivation fosters a sense of belongingness among the employees
towards the organization and also improves their morale.



motivation helps in reducing the number of complaints and
grievances. The wastage and accident rate also come down.

9.4.3.3 HOW TO MOTIVATE
After learning about the importance of motivation in directing, you must be
wondering as to what is normally done to motivate the employees. Actually, there is
no hard and fast rule of motivating individuals in a specified way. Not all individuals
are motivated in the same way. It varies from individual to individual. However, on
the basis of a lot of research done in the field of motivation, the following must be
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kept in mind while motivating. with proper motivational techniques management can
attract competent and best quality employees.
Each employee has some needs of his own that he wants to fulfill. While directing,
it is essential to ensure that any of the unfulfilled need of the individual is being taken
care of. Here we must understand what is a need. A need is a feeling of lack of
something and every person tries to take care of that feeling by satisfying/fulfilling
what he lacks. For example, when you are hungry, you eat food to satisfy the lack of
food. So here hunger is your need. The needs of the individual differ from person to
person. However, there are certain common needs which are known to exist in most
cases. For instance, people have basic needs like the needs for food, clothing and
shelter. These are known as Physiological needs. People generally work so as to be
able to earn money to satisfy such needs. Once the basic needs are satisfied, people
wish to satisfy higher category of needs. They want safety and security and desire to
be protected against loss of employment, sickness, accident etc. These are known as
Safety and Security needs. Thereafter, people want to have a sense of belonging to
the organization and to be accepted by fellow workers. These are known as social
needs. Similarly, there are people who wish to be considered important and expect
that their opinions should be recognized by others. These needs are known as ego
needs. Further, a person may wish to achieve what he thinks is due to him, i.e., he
wants to realize his ambition fully. These needs are known as self-actualization
needs. This is called hierarchy of needs concept of motivation developed by Maslow.
It is important to remember that the needs and desires of people change. Once their
basic needs are satisfied, other needs arise. Managers have thus, to understand the
needs and desires of subordinates and decide how to motivate them. The knowledge
of the different types of need enables a manager to adopt different ways to motivate
individuals depending upon which need is unsatisfied for the individual. For
example, a person whose physiological needs are not fulfilled may be motivated to
work with a promise of increase in pay, whereas another person may be motivated if
he is given a very challenging job to perform regardless of the pay. In fact many other
approaches have been developed for motivation. But in simple terms as stated earlier
it is usually in the form of incentives. Not only that, certain factors or job conditions
that exist in organizations like recognition of work, advancement in career,
challenging nature of the work, etc., also motivate the employees.
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9.4.3.4 THEORIES OF MOTIVATION
The theories of motivation can be classified into content and process theories.
Content or needs theories: These are the theories that focus explicitly on the content
of motivation in the form of fundamental human needs. They are more concerned
with the quantitative aspects of motivation i.e. what motivates people and what
people seek in their work. Examples :


Maslow’s Hierarchy of needs theory



Herzberg’s two-factor theory



McClellands three basic need

Process or contemporary theories of motivation: These are the theories which
attempt to develop understanding of the psychological processes involved in
motivation. They are more concerned with the qualitative aspects and the dynamics
of motivation i.e. how people are motivated and how rewards influence behaviour.
They focus on the why and how of motivation. Examples:


Latham and Locke’s goal-directed theory



Porter and Lawler’s expectancy theory



Adams equity theory



Bandura’s self-efficacy theory

Maslow’s Hierarchy of Needs (1943)
Maslow was a psychologist and his theory has found wide application in many
fields including management. He proposed that:
Behaviours of human beings are motivated by needs.
Individual needs can be classified into 5 broad categories.
These 5 categories operate in a hierarchical manner, flowing from low order to high
order needs as shown below:

Self needs
High order needs
Esteem needs
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Low order needs
Safety needs

Physiological needs

Physiological, safety and social needs are referred to as lower order or deficiency needs,
because the absence of them make individuals deficient and existence as a human being is
threatened. On the other hand, esteem and self-actualization are referred to as high order
needs or growth needs as these make an individual become better at doing what they are
expected to do: gain control and mastery over their environment in terms of technology,
services etc.
Maslow’s theory of motivation therefore states that: “when a lower order need is satisfied,
the next highest becomes dominant and the individuals attention is turned to satisfying this
higher need.” The most difficult need to satisfy is that of self-fulfillment. Psychological
development takes place as people move up the hierarchy of needs, but not necessarily in a
straightforward progression. The lower needs still exist even if temporarily dormant as
motivators, and individuals constantly return to previously satisfied needs.

The lowest unsatisfied need in the hierarchy is the one that motivates behavior e.g. a deprived
individual without basic needs will be directed towards finding food. The need for safety is
dormant at that time. A satisfied need does not motivate behavior. Once satisfied, it ceases
to be a motivator, instead the next higher level need becomes active and motivates behavior.
Application of Maslow’s Hierarchy of Needs Theory.
Physiological needs : Involves mainly payment of wages and salaries to enable people pay
for their basic needs of food shelter and clothing.
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Safety needs: Provision of protective clothing, insurance and medical cover, pension
schemes, housing and transport (in relation to safety), and job security.

Social needs : Promoting family feeling, intimacy and closeness, use of first names, to break
formality and reduce social distance, sharing facilities e.g. cafeterias, sports club etc, casual
dressing to identify with each other and recognition of trade unions.

Esteem needs: Supporting education, delegation of responsibility, titles and other status
symbols, fringe benefits e.g. Cars; bonus; shares; office size and equipment.

Self fulfillment needs: This is the apex of human needs and involves the need for realizing
ones potentialities, continued self-development, feelings of accomplishment and attainment
and being creative in the broadest sense possible. Organizations can facilitate and create an
environment in which individuals can realize their potentialities e.g. writing, inventions,
occupying important positions etc.

Research findings have shown that:


Managers generally have high order needs compared to those at lower levels.



Employees in developed countries generally have higher order needs than those
in poor countries.

It appears, however, that Maslow never considered the above dimensions as he was
concerned with individual employees.
HERZBERG’S TWO-FACTOR THEORY OF MOTIVATION
Herzberg (1959) conducted a study, which focused on job satisfaction primarily to find out
the factors associated with job satisfaction.

He collected data from a sample of 203

accountants and engineers based in Pittsburg, USA.

From these findings he proposed that human beings have two basic needs;


The need to avoid pain and survive.



The need to grow, develop and learn.
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He also found that factors associated with feelings of happiness or satisfaction were
concerned with the job itself while those associated with dissatisfaction were related to the
environment in which the job was done.

He came up with two sets of factors from which the theory was coined. Different
terminologies have been used to refer to this theory.
Satisfaction-related factors


Satisfiers



Motivators



Job content factors



Intrinsic factors

Motivators

Dissatisfaction related factors


Dissatisfiers



Hygiene factors



Job Context factors



Maintenance



Extrinsic factors

Hygiene or maintenance

Herzberg’s findings showed that motivation can be explained by two factors:
A group of needs which he called hygiene or maintenance needs as they serve to
remove dissatisfaction. They are related to the job context e.g.


Supervision



Company policy and administration.



Peer relations



Working conditions



Status



Job security



Pay



Status



Job title

Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany

114

MANAGERIAL STUDIES IN ENGLISH


DR. ANWAR MUSLEH SALEH MOOZAB

Job security, etc

He explained that if these factors exist, then there is no dissatisfaction, if they do not then
dissatisfaction results, but they are not motivators as such.

A second group of needs he called satisfiers or motivators and these are related to the job
content. They tend to increase job satisfaction e.g.


Achievement



Recognition



Work itself



Responsibility



Advancement



Possibility of growth etc.

Application of Herzberg’s two-factor theory- Job enrichment and job enlargement
Herzberg suggested that jobs should be made more interesting and challenging so as to
motivate employees. A great deal of interest has been directed at job satisfaction over the
last decades as a popular technique for increasing employee’s motivation. The concept of
job enrichment has been found to provide employees with an opportunity to:


Perform more challenging and meaningful work.



Utilize knowledge and skills more fully.



Assume more authority and responsibility for planning, organizing, directing and
controlling of work.



Receive feedback on performance.



Grow and develop

Principles of Job Enrichment.


Removing controls while retaining accountability



Giving a complete unit of work



Giving more authority



Giving regular feedback to employees
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Giving new, difficult and challenging tasks

Limitations of Job Enrichment
Research findings have shown that not all employees are motivated by job enrichment as
some:


Are unable to tolerate responsibility.



Dislike complex duties.



Uncomfortable with group work.



Dislike relearning new skills.



Prefer security and stability.



Uncomfortable with supervisory authority



Skills are not adaptable.



Prefer to quit their jobs.

For organizations, enriched jobs may result in the following problems


Supervisor’s roles may be reduced because of shared responsibility hence causing
dissatisfaction.



Enriched jobs may increase pay dissatisfaction because of increased responsibility.



Costs in terms of training and development, new technology and more equipment
e.g. computers may increase.



Unions may oppose some job enrichment efforts for fear of loss of employment or
decreased membership due to reduced desire to join unions by satisfied employees.

Strengths of the two-factor theory


Easy to comprehend.



It was developed from an empirical study, hence has some validity.



There are clear guidelines for applying it in the job setting.

Weaknesses


It uses too many and confusing terminologies.



The research instrument was defective.



Motivators and hygiene factors are not mutually exclusive, but interdependent e.g.
salary can be both hygiene and a motivating factor.

Comparison of Maslow’s Needs Hierarchy with
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Herzberg’s Two-factor Theory.
Maslow’s needs theory and Herzberg’s two-factor theory are similar in many ways. The
high order needs of the need hierarchy represent motivators in Herzeberg’s theory, while
lower order needs are similar to Herzeberg’s hygiene factors.
Herzeberg’s two-factor theory


Challenging work



Achievement



Growth in job



Responsibility



Advancement



Recognition



Status



Inter personal relations



Company policy and administration



Quality of supervision



Working conditions



Job security



Salary



Personal life

Maslow’s hierarchy of needs

Self-actualization

Esteem or ego

Social

Safety/security

Physiological

PROCESS THEORIES OF MOTIVATION
Process theories of motivation were proposed as alternatives and to fill the gaps not
explained by the content theories. Process theories are more concerned with the cognitive
antecedents that go into the motivation process. This include: expectancy theory by Victor
Vroom (1964) and the Porter-Lawler Model (1968); Equity theory by Stacy Adams and
Attribution theories and others. In this section we shall only discuss a few of these.

Expectancy Theory of Motivation
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Victor Vroom developed this theory in 1964 as an alternative to the content theories of
motivation. It refers to any situation or context where people have expectations from
whatever they do. It states that “motivated behavior is increased if a person perceives a
positive relationship between effort and performance – i.e. the outcome.
Based on this theory, extrinsic financial motivation works only when if the link between
effort and reward is clear and the value of the reward is worth the effort.

Managerial Implications of Expectancy Theory


Strengthen employees effort and performance expectations by providing resources such
as training, that enable employees to perform.



Strengthen performance–outcome–rewards by linking performance with reward e.g. pay.
Managers should be consistent and transparent about criteria used for promotion.



Match rewards with employee’s performances.



Recognize employee’s ability and ensure that it is used optimally.



Provide employees with opportunity to perform e.g. enabling environment, resources,
etc.



Develop appropriate procedures for evaluating employee performance by measuring
actual performance, aptitude and criteria for promotion.

Equity Theory of Motivation
This is a process theory advanced by Stacy Adams (1968). Equity refers to perception of
fairness and justice in the treatment of people. If people feel that they are not being
treated equitably, they feel aggrieved and this grief will affect their levels of motivation in
different ways.

In the workplace, employees compare themselves with their peers in terms of their
contribution to the organization and in relation to what they get from the organization. They
compare their ratio of inputs and outcomes with that of another person.

Inputs:

refer to the contributions made by an individual e.g. effort – both physical and

mental, time, education, training, experience, loyalty, useful contacts age, gender etc..
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Outcome: refers to what is received in return for effort e.g. salary, fringe benefits, travel
allowances, medical insurance cover, status symbols, autonomy, recognition, friendly
environment etc.

9.4.4 LEADERSHIP
Leadership is an important aspect of management and the ability to lead is one of the
keys to being an effective manager. The difference between success and failure
whether in war, business, a protest movement or a soccer game can be attributed
largely to leadership.
While motivation is the process through which employees are made to contribute
voluntarily to work, leadership is the ability to persuade and motivate others to work
in a desired way for achieving the goal. Thus, a person who is able to influence others
and make them follow his instructions is called a leader. For example, in an
organization the management decides to install some new machines to which the
workers are resisting. However, one of the workers takes the initiative, explains the
fellow workers the benefits of working with the new machines and moulds them to
accept the management’s decision. Now he is said to be leader as he is able to
influence a group of workers who followed him. In practice, the managers have to
guide and lead their subordinates towards the achievement of goals, and so, to be an
effective, a manager has to be a good leader
9.4.4.1 DEFINITION OF LEADERSHIP
A large number of definitions can be found in the literature e.g.
1. Leadership is the art or process of influencing people so that they will strive
willingly and enthusiastically toward achievement of group goals.
2. Leadership is the ability of management to induce subordinates to work towards
group goals with confidence and keenness.
3. Leadership is the ability of a person to influence the thoughts and behavior of
others towards the accomplishment of some goals or goal.
4. The activity of influencing people to strive willingly towards group objectives.
5. The process of influencing the activities of an individual or group towards goal
achievement in a given situation.
6. A process of giving purpose (meaningful directions) to collective effort and
causing willing effort to be expended to achieve such a purpose.
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7. Getting people to move in certain directions, make decisions and support paths
they would typically not have selected.
8. The process of making sense of what people are doing together, so that they will
understand and be committed to the goal.
9. The process of articulating visions, embodying values and creating the
environment within which things can be accomplished.
9.4.4.2 IMPORTANCE OF LEADERSHIP
The objectives of any organization can only be fulfilled if its employees are working
towards accomplishment of such objectives. To make people work in the desired
manner, proper instructions and guidance are necessary. And this direction process
becomes effective when the persons who give such direction have leadership
qualities. Leadership is essential in functioning of any organization and its
importance and benefits are varied. Some of these importance are :
1. leadership improves the performance of the employees. Leaders can motivate
the followers to work and thereby increase their performance level.
2. with continuous support and guidance, leaders are able to build confidence
among the followers, thereby increasing speed and accuracy and decreasing
wastage.
3. with friendly and cooperative efforts the leader is able to build employees’
morale
which in turn contribute to higher productivity.
4. Leaders not only guide, but provide a psychological shield to their followers
(Managers –employees) as the average person prefers to be led by an efficient
and effective leader. The presence of a leader (manager), makes followers
(subordinates) behavior consistent, and raises morale, thus high quality of work.
5. Creates and sustains teamwork and groups. The will to work and accomplish a
task is triggered by effective leadership. Usually without leadership, a group
disintegrates, destroys its team spirit and fritters away its energy. Leadership
inspires and motivates the group.
6. Leaders are role models who set examples.
7. Leaders create confidence in the workers.
8. Promotes morale which leads to high productivity and organizational stability.
9. Maintains unity and cohesiveness of the group.
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10. Maintains discipline of the group and among group members.
9.4.4.3 LEADERSHIP QUALITIES
In order to be successful, a leader must possess certain qualities. A good leader
should be professionally competent, intelligent, analytical and he/she should have a
sense of fair play, including honesty, sincerity, integrity, and sense of responsibility.
He must possess initiative, perseverance, be diligent and realistic in his outlook. He
must also be able to communicate his subordinates effectively. Human relation skills
are a must for any leader. Earlier, it was believed that the success or effectiveness of
a leader depends upon his personal traits or characteristics, like physical appearance,
intelligence, self-confidence, alertness, and initiative. This is no longer regarded as a
correct approach. It has been established on the basis of experiments that the success
or effectiveness of a person as a leader depends upon his behavior pattern or
leadership style in relation to the followers.
To get things done, managers have to influence their subordinates and seek their
voluntary co-operation. If their leadership is not based on suitable behavior or style,
they will not be successful. When leaders involve people in determining goals, and
build up team spirit, chances are that people will follow them voluntarily.
9.4.4.4 DIFFERENCE BETWEEN LEADERSHIP AND MANAGEMENT
Leadership and management are closely related activities but distinguishable.
Leaders and managers are not different people, but can be the same individual
performing both roles. In recent years, theorists and practitioners in management
have noted that, “to survive in the 21st century, organizations need a new generation
of leaders, not managers”.
The fundamental difference between leaders and managers is that a manager focuses
on the implementation of company policy while the leader tries to lead and inspire
people to do their best for the company. A leader tries to cultivate a sense of
commitment to the vision and mission of the company by inspiring the subordinates
to willingly strive for the achievement of organizational objectives. A manager on
the other hand manages employees by the power and authority delegated to him by
his superiors. While leaders strive to conquer the volatile, turbulent and ambiguous
surroundings that seem to conspire against business organizations, managers tend to
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surrender to them. In other words while managers administer, control, and accept
the status quo, leaders innovate, inspire and change the status quo.
The Complementarity of management and leadership.
According to Brewster (1999), leadership and management qualities are
complementary. These characteristics may be summarized as follows.

Management characteristics

Leadership Characteristics

 Administers and problemsolves.

 Innovates- means alertness to
opportunities, uses imagination

 Works within a system.

and vision to capitalize on

 Focuses on control.

them.

 Short range view.

 Works on the system

 Accepts the status quo.

 focuses on people.

 Sets things in motion by

 Inspires trust.

means

of

methods

techniques.
 Attitude of doing.

and

 Long range view.
 Challenges the status quo.
 Is a natural unforced ability to
inspire people.
 Attitude of serving

9.4.4.5 TYPES OF LEADERS
1- Charismatic Leaders – These are those whose influence is derived form the
personality e.g. Napoleon, Kenyatta, Billy Graham, Nelson Mandela, Desmond
Tutu etc. This type resides only in a few people and cannot be acquired by
training – it is natural.
2- Traditional Leaders –These are those whose position is assured by birth e.g.
Kings, Queens, tribal chieftains etc. It is limited and not applicable to workplaces
except in family businesses.
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3- Situational Leaders -Their influence is effective by being in the right place at
the right time – It is impromptu and temporary eg. One who steps to direct traffic
in a jam.
4- Appointed Leaders –Refers to those whose influence arises from position e.g.
managers and supervisors. It is a bureaucratic type of leadership where legitimate
power comes from the position in the hierarchy.
5- Functional Leaders – Are those whose influence comes from the work done
rather than position such as experts.

9.5

SUMMARY
In this chapter we have defined directing the third function of
management “Telling employees what is to be done and explaining to
them how to do it” and we described the importance of directing
“Directing guides and helps the employees to complete the given task
properly and as per schedule. It provides the necessary motivation to
subordinates to complete the work satisfactorily and strive to do them best.
It helps in maintaining discipline and rewarding those who do well.
Directing involves supervision, which is essential to make sure that work is
performed according to the orders and instructions. It help to integrate the
various activities and so the individual goals with organizational goals.
Directing involves leadership that essentially helps in creating appropriate
work environment and build up team spirit. Directing ensures that work is
performed according to the orders and instructions and as per plan of the
organization.” at the end of this chapter we explain the elements of
directing “Communication, Supervision, Motivation, Leadership”.

9.6

EXERCISES

1- Complete the following incomplete words and translate it to Arabic :
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Words

Translate To Arabic

Direct - ng
Elem - nts of Directing
Com - unication
Sup - rvision
M - tivation
Formal And Info - mal Communication
Upwa

-

d

and

Downward

Communication
Verbal

and

Non-Verb

-

l

Communication
Theory of Mot - vation
Leaders - ip Qualities
Char - smatic Leaders
T - aditional Leaders
Situation - l Leaders
Appoint - d Leaders
Fu - ctional Leaders

2- Fill in the blanks
1- Directing guides and helps the …………………………….. to complete the given
…………………………….. properly and as per schedule.
2- Communication is a basic organizational function, which
…………………………….. to the process by which a person (known as sender)
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…………………………….. information or messages to another person (known as
receiver).
3- Communication helps employees to understand their ……………………………..
clearly and …………………………….. effectively.
4- leadership improves the performance of the ……………………………..
3- Choose the right answer

1- Directing is the process of influencing the :
a. Goals
b. Managers
c. Activities

2- Directing is provides the necessary :
a- Motivation
b- Plan
c- Recourses

3- Supervision make sure that work is performed according to
a- The organizational structure
b- The organization works
c- The orders and instructions

4- The purpose of communication in organizations is to convey
a- Goals
b- Orders
c- Organizing

5- It helps employees to understand their role clearly and perform effectively :
a- Motivation
b- Communication
c- Works

6- It ensures that subordinates have the required facilities to perform their jobs :
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a- Supervision
b- Leadership
c- Instructions

7- Motivation helps in reducing the number of :
a- Money
b- Activities
c- Complaints

8- It is the ability of a person to influence the thoughts and behavior of others towards
the accomplishment of some goals or goal :
a- Leadership
b- Employees
c- Human recourses

4- What is the define of directing ?
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
………………………………………………………………………………………………
…………
………………………………………………………………………………………………
…
5- What is the meaning of communication?
6- What are the types of communication?
1- ………………………………………………………………………………………
………………………………………………………………………………………
………………
2- …………………….…………………………………………………………………
………………………………………………………………………………………
……………
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3- ……………………………….……….………………………………………………
………………………………………………………………………………………
……………
4- ……………………………….……….………………………………………………
………………………………………………………………………………………
……………
5- ……………………………….……….………………………………………………
………………………………………………………………………………………
……………
6- ……………………………….……….………………………………………………
………………………………………………………………………………………
……………
7- ……………………………….……….………………………………………………
………………………………………………………………………………………
……………
8- ……………………………….……….………………………………………………
………………………………………………………………………………………
……………
7- What are the types of leaders ?
1- ……………………………………………………………………
…
2- ……………………………………………………………………
…
3- ……………………………………………………………………
…
4- ……………………………………………………………………
…
5- ……………………………………………………………………
…
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CHAPTER TEN
CONTROLLING
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A: CHAPTER OUTLINE
10.1 Introduction to Controlling
10.2 Definition of Controlling
10.3 Characteristics of Controlling
10.4 Principles of Controlling
10.5 Goals of Controlling
10.6 Importance of controlling
10.7 Limitations of Controlling
10.8 Relationship between Planning and Controlling
10.9 Steps of Controlling
10.10 Types of Controlling
10.11 Summary
10.12 Exercises

B: LEARNING OBJECTIVES
After completing the study of this chapter the student should be able to understand the answer
of the following questions :
1- What is the define of controlling
2- What are the characteristics of controlling
3- What are the principles of controlling
4- What are the goals of controlling
5- What are the importance of controlling
6- Describe limitations of controlling
7- State the relationship between planning and controlling
8- Explain the steps of controlling process
9- Explain types of controlling
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10.1 INTRODUCTION
Controlling is one of the important functions of a manager. In order to seek planned results
from the subordinates, a manager needs to exercise effective control over the activities of the
subordinates. In other words, controlling means ensuring that activities in an organization are
performed as per the plans. Controlling also ensures that an organization’s resources are being
used effectively and efficiently for the achievement of predetermined goals. Controlling is, thus,
a goal-oriented function.
Controlling function of a manager is a pervasive function. It is a primary function of every
manager. Managers at all levels of management- top, middle and lower-need to perform
controlling functions to keep a control over activities in their areas. Moreover, controlling is as
much required in an educational institution, military, hospital, and a club as in any business
organization.
Controlling should not be misunderstood as the last function of management. It is a function
that brings back the management cycle back to the planning function. The controlling function
finds out how far actual performance deviates from standards, analyses the causes of such
deviations and attempts to take corrective actions based on the same. This process helps in
formulation of future plans in the light of the problems that were identified and, thus, helps in
better planning in the future periods. Thus, controlling only completes one cycle of management
process and improves planning in the next cycle.

9.2 DEFINITION OF CONTROLLING
Controlling is one of the managerial functions and it is an important element of the
management process. After the planning, organizing and directing have been carried out, the
final managerial function of controlling assures that the activities planned are being
accomplished or not. So the function of controlling helps to achieve the desired goals by
planning. Management must, therefore, compare actual results with pre-determined standards
and take corrective action of necessary.

Democratic Arabic Center for Strategic, Political and Economic Studies Berlin- Germany

130

MANAGERIAL STUDIES IN ENGLISH

DR. ANWAR MUSLEH SALEH MOOZAB

Controlling also can be defined as the process of analyzing whether actions are being taken as
planned and taking corrective actions to make these to confirm to planning.
Controlling also can be defined as the process of measuring the progress made against the
objective to be achieved, or something to that effect. It's about monitoring how much progress
has been made towards the desired objective and ascertaining what needs to be done or what
improvements need to be made in order to realize the achievement of that objective. Taking
time and recourse constraints into account as well, depending on what the objective is and what
the constraints attached there to are.
According to E.F.L. Brech: “controlling is checking performance against predetermined
standards contained in the plans with a view to ensuring adequate progress and satisfactory
performance.”
Ernest. Dale defines as “the modern concept of control envisages system that not only provides
a historical record of what has happened and provides data that enable the chief executive or
the departmental head to take corrective steps if he finds he is on the wrong track.”
The managerial function of controlling is defined by Koontz and O’Donnell,” as the
measurement and correction to the performance of activities of subordinates in order to make
sure that enterprise objectives and the plans devised to attain them are being accomplished.”?
The managerial function of controlling is defined by Koontz and O’Donnell,” as the
measurement and correction to the performance of activities of subordinates in order to make
sure that enterprise objectives and the plans devised to attain them are being accomplished.”
Controlling is a process of monitoring performance and taking action to ensure desired results.

10.3 CHARACTERISTICS OF CONTROLLING
Based on the above definitions the following characteristics of controlling can be presented
below :
1. Control is a Function of Management:
Actually control is a follow-up action to the other functions of management performed by
managers to control the activities assigned to them in the organization.
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2. Control is Based on Planning:
Control is designed to evaluate actual performance against predetermined standards set-up in
the organization. Plans serve as the standards of desired performance. Planning sets the course
in the organization and control ensures action according to the chosen course of action in the
organization.
Unless one knows what he wants to achieve in the organization, he cannot say whether he has
done right or wrong in the organization. Control is said to be the Last step in management
process but really speaking it begins with the setting up a plan in the organization. Control
implies the existence of plans or standards in the organization.
3. Control is a Dynamic Process:
It involves continuous review of standards of performance and results in corrective action,
which may lead to changes in other functions of management.
4. Information is the Guide to Control:
Control depends upon the information regarding actual performance. Accurate and timely
availability of feedback is essential for effective control action. An efficient system of reporting
is required for a sound control system. This requires continuing monitoring and review of
operations.
5. The Essence of Control is Action:
The performance of control is achieved only when corrective action is taken on the basis of
feedback information. It is only action, which adjust performance to predetermined standards
whenever deviations occur. A good system of control facilities timely action so that there is
minimum waste of time and energy.
6. It is a Continuous Activity:
Control is not a one-step process but a continuous process. It involves constant revision and
analysis of standards resulting from the deviations between actual and planned performance.
7. Delegation is the key to Control:
An executive can take corrective action only when he has been delegated necessary authority
for it. A person has authority to control these functions for which he is directly accountable.
Moreover, control becomes necessary when authority is delegated because the delegator
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remains responsible for the duty. Control standards help a manger expand his span of
management.
8. Control Aims at Future:
Control involves the comparison between actual and standards. So corrective action is designed
to improve performance in future.
9. Control is a Universal Function of Management:
Control is a basic or primary function of management. Every manager has to exercise control
over the subordinates’ performance, no manager can get things done without the process of
controlling. Once a plan becomes operational, follow-up action is required to measure progress,
to uncover deficiencies and to take corrective actions.
Therefore, control is an essential managerial function at every level. The process of
management is incomplete without controlling.
10. Controlling is Positive:
The function of controlling is positive. It is to make things happen i.e. to achieve the goal with
instead constraints, or by means of the planned activities. Controlling should never be viewed
as being negative in character.

10.4 PRINCIPLES OF CONTROLLING
The followings are the principles of controlling:
1. Objectives:
Controls must positively contribute to the achievement of group goals by promptly and
accurately detecting deviations from plans with a view to making corrective action possible.
2. Interdependence of Plans and Controls:
The principles of interdependence states that more the plans are clear, complete and
integrated, and the more that controls are designed to reflect such plans, the more effectively
controls will serve the need of managers.
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3. Control Responsibility:
According to this principle, the primary responsibility for the exercise of controls rests in the
manager charged with the performance of the particular plans involved.
4. Principal of Controls being in Conformity to Organization Pattern:
Controls must be designed so as to reflect the character and structure of plans. If the
organization is clear and responsibility for work done is well defined, control becomes more
effective and it is simple to isolated persons responsible for deviations.
5. Efficiency of Controls:
Control techniques and approaches are effectively detect deviations from plans and make
possible corrective actions with the minimum of unsought consequences.
6. Future-oriented Controls:
It stresses that controls should be forward looking. Effective controls should be aimed at
preventing present and future deviations from plans.
7. Individuality of Controls:
Control should be designed to meet the individual requirements of managers in the organization.
Although some control techniques and information can be utilized in the same form by various
types of enterprises and managers as a general rule controls should be tailored to meet the
specific requirements.
8. Strategic Point Control:
Effective and efficient control requires that attention to be given to those factors which are
strategic to the appraisal of performance.
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9. The Exception Principle:
The exception principles whereby exceptions to the standards are notified, should be adopted.
Note must be taken of the varying nature of exceptions, as “small” exceptions in certain areas
may be of greater significance than ‘larger’ exceptions elsewhere.
10. Principal of Review:
The control system should be reviewed periodically. The review exercise may take some or all
the points emphasized in the above stated principles. Besides, flexibility and economical nature
or controls, should not be lost sight of while reviewing controls.
10.5 GOALS OF CONTROLLING
The goals of controlling are listed as follows :
1. To find out the progress of the work—the work already completed and the work in
progress.
2. To compare the actual performance of the work at different stages with the particulars
indicated in the plans and policies.
3. To ascertain the time within which the work is completed.
4. To verify quantity and testing quality of the products.
5. To know the delays or interruptions, if any, in the performance of work and trace the
cause of such delay or breakdown.
6. To see that causes of delay are eradicated and operations are suitably re-scheduled.
7. To ensure that variations in the contents and methodology of work are remedied by
appropriate adjustments.
8. To assess the cost of materials and labour used and ensure that direct costs and indirect
costs do not exceed the budget provisions.
9. To pinpoint the responsibility on individuals at different levels for slackness,
indifference, or negligence, if any in the expected levels of performance.
10. To evaluate the value of the work performed and recognize the contributions of the
staff towards realization of the goals of the enterprise.
11. To maintain discipline and morale in the organization.
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10.6 IMPORTANCE OF CONTROLLING
Control is an indispensable function of management. Without control the best of plans can go
awry. A good control system helps an organization in the following ways:
1- Accomplishing organizational goals:
The controlling function measures progress towards the organizational goals and brings
to light the deviations, if any, and indicates corrective action. It, thus, guides the
organization and keeps it on the right track so that organizational goals might be
achieved.
2- Judging accuracy of standards:
A good control system enables management to verify whether the standards set are
accurate and objective. An efficient control system keeps a careful check on the changes
taking place in the organization and in the environment and helps to review and revise
the standards in light of such changes.
3- Making efficient use of resources:
By exercising control, a manager seeks to reduce wastage and spoilage of resources.
Each activity is performed in accordance with predetermined standards and norms.
This ensures that resources are used in the most effective and efficient manner.
4- Improving employee motivation:
A good control system ensures that employees know well in advance what they are
expected to do and what are the standards of performance on the basis of which they
will be appraised. It, thus, motivates them and helps them to give better performance.
5- Ensuring order and discipline:
Controlling creates an atmosphere of order and discipline in the organization. It helps to
minimize dishonest behavior on the part of the employees by keeping a close check on
their activities.
The box explains how an import export company was able to track dishonest employees
by using computer monitoring as a part of their control system.
6- Facilitating coordination in action:
Controlling provides direction to all activities and efforts for achieving organizational
goals. Each department and employee is governed by predetermined standards which
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are well coordinated with one another. This ensures that overall organizational
objectives are accomplished.
10.7 LIMITATIONS OF CONTROLLING
Although controlling is an important function of management, it suffers from the
following limitations.
1- Difficulty in setting quantitative standards:

Control system loses some of its effectiveness when standards cannot be defined in
quantitative terms. This makes measurement of performance and their comparison
with standards a difficult task. Employee morale, job satisfaction and human
behavior are such areas where this problem might arise.
2- Little control on external factors:

Generally an enterprise cannot control external factors such as government policies,
technological changes, competition etc.
3- Resistance from employees:

Control is often resisted by employees. They see it as a restriction on their freedom.
For instance, employees might object when they are kept under a strict watch with
the help of Closed Circuit Televisions (CCTVs).
4- Costly affair: Control is a costly affair as it involves a lot of expenditure, time and

effort. A small enterprise cannot afford to install an expensive control system. It
cannot justify the expenses involved. Managers must ensure that the costs of
installing and operating a control system should not exceed the benefits derived from
it. The box on Control System at FedEx gives an overview of the control system
used by FedEx and how it helped FedEx to increase its profits.

10.8 RELATIONSHIP BETWEEN PLANNING AND CONTROLLING
Planning and controlling are inseparable twins of management. A system of control
presupposes the existence of certain standards. These standards of performance
which serve as the basis of controlling are provided by planning. Once a plan
becomes operational, controlling is necessary to monitor the progress, measure it,
discover deviations and initiate corrective measures to ensure that events conform
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to plans. Thus, planning without controlling is meaningless. Similarly, controlling is
blind without planning. If the standards are not set in advance, managers have
nothing to control. When there is no plan, there is no basis of controlling. Planning
is clearly a prerequisite for controlling. It is utterly foolish to think that controlling
could be accomplished without planning. Without planning there is no
predetermined understanding of the desired performance. Planning seeks consistent,
integrated and articulated programmes while controlling seeks to compel events to
conform to plans. Planning is basically an intellectual process involving thinking,
articulation and analysis to discover and prescribe an appropriate course of action
for achieving objectives. Controlling, on the other hand, checks whether decisions
have been translated into desired action. Planning is thus, prescriptive whereas,
controlling is evaluative.
It is often said that planning is looking ahead while controlling is looking back.
However, the statement is only partially correct. Plans are prepared for future and
are based on forecasts about future conditions. Therefore, planning involves looking
ahead and is called a forward looking function. On the contrary, controlling is like a
postmortem of past activities to find out deviations from the standards. In that sense,
controlling is a backward-looking function. However, it should be understood that
planning is guided by past experiences and the corrective action initiated by control
function aims to improve future performance. Thus, planning and controlling are
both backward-looking as well as a forward-looking function. Thus, planning and
controlling are interrelated and, in fact, reinforce each other in the sense that :
1- Planning based on facts makes controlling easier and effective; and
2- Controlling improves future planning by providing information derived from
past experience.

10.9 STEPS OF CONTROLLING:
Controlling is a systematic process involving the following steps :
1- Setting performance standards
2- Measurement of actual performance
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3- Comparison of actual performance with standards
4- Analyzing deviations
5- Taking corrective action
Step 1: Setting Performance Standards :
The first step in the controlling process is setting up of performance standards.
Standards are the criteria against which actual performance would be measured. Thus,
standards serve as benchmarks towards which an organization strives to work.
Standards can be set in both quantitative as well as qualitative terms. For instance,
standards set in terms of cost to be incurred, revenue to be earned, product units to be
produced and sold, time to be spent in performing a task, all represents quantitative
standards. Sometimes standards may also be set in qualitative terms. Improving
goodwill and motivation level of employees are examples of qualitative standards.
The table in the next page gives a glimpse of standards used in Controlling different
functional areas of business to gauge performance. At the time of setting standards, a
manager should try to set standards in precise quantitative terms as this would make
their comparison with actual performance much easier. For instance, reduction of
defects from 10 in every 1,000 pieces produced to 5 in every 1,000 pieces produced
by the end of the quarter. However, whenever qualitative standards are set, an effort
must be made to define them in a manner that would make their measurement easier.
For instance, for improving customer satisfaction in a fast food chain having selfservice, standards can be set in terms of time taken by a customer to wait for a table,
time taken by him to place the order and time taken to collect the order.
It is important that standards should be flexible enough to be modified whenever
required. Due to changes taking place in the internal and external business
environment, standards may need some modification to be realistic in the changed
business environment.

Step 2: Measurement of Actual Performance:
Once performance standards are set, the next step is measurement of actual
performance. Performance should be measured in an objective and reliable manner.
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There are several techniques for measurement of performance. These include
personal observation, sample checking, performance reports, etc. As far as possible,
performance should be measured in the same units in which standards are set as this
would make their comparison easier. It is generally believed that measurement should
be done after the task is completed. However, wherever possible, measurement of
work should be done during the performance. For instance, in case of assembling
task, each part produced should be checked before assembling. Similarly, in a
manufacturing plant, levels of gas particles in the air could be continuously monitored
for safety. Measurement of performance of an employee may require preparation of
performance report by his superior. Measurement of a company’s performance may
involve calculation of certain ratios like gross profit ratio, net profit ratio, return on
investment, etc., at periodic intervals. Progress of work in certain operating areas like
marketing may be measured by considering the number of units sold, increase in
market share etc., whereas, efficiency of production may be measured by counting
the number of pieces produced and number of defective pieces in a batch. In small
organizations, each piece produced may be checked to ensure that it conforms to
quality specifications laid down for the product. However, this might not be possible
in a large organization. Thus, in large organizations, certain pieces are checked at
random for quality. This is known as sample checking.

Step 3: Comparing Actual Performance with Standards:
This step involves comparison of actual performance with the standard. Such
comparison will reveal the deviation between actual and desired results. Comparison
becomes easier when standards are set in quantitative terms. For instance,
performance of a worker in terms of units produced in a week can be easily measured
against
the standard output for the week.
Step 4: Analyzing Deviations:
Some deviation in performance can be expected in all activities. It is, therefore,
important to determine the acceptable range of deviations. Also, deviations in key
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areas of business need to be attended more urgently as compared to deviations in
certain insignificant areas. Critical point control and management by exception
should be used by a manager in this regard.
1.

Critical Point Control:

It is neither economical nor easy to keep a check on each and every activity in an
organization. Control should, therefore, focus on key result areas (KRAs)
which are critical to the success of an organization. These KRAs are set as the
critical points. If anything goes wrong at the critical points, the entire
organization suffers. For instance, in a manufacturing organization, an increase
of 5 per cent in the labour cost may be more troublesome than a 15 per cent
increase in postal charges.
2.

Management by Exception:

Management by exception, which is often referred to as control by exception, is an
important principle of management control based on the belief that an attempt
to control everything results in controlling nothing. Thus, only significant
deviations which go beyond the permissible limit Controlling
should be brought to the notice of management. Thus, if the plans lay down 2 per cent
increase in labour cost as an acceptable range of deviation in a manufacturing
organization, only increase in labour cost beyond 2 per cent should be brought
to the notice of the management. However, in case of major deviation from the
standard (say, 5 per cent), the matter has to receive immediate action of
management on a priority basis. The box below highlights the advantages of
critical point control and management by exception. After identifying the
deviations that demand managerial attention, these deviations need to be
analyzed for their causes. Deviations may have multiple causes for their origin.
These include unrealistic standards, defective process, inadequacy of resources,
structural drawbacks, organizational constraints and environmental factors
beyond the control of the organization. It is necessary to identify the exact
cause(s) of deviations, failing which, an appropriate corrective action might not
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be possible. The deviations and their causes are then reported and corrective
action taken at appropriate level.

Step 5: Taking Corrective Action:
The final step in the controlling process is taking corrective action. No corrective
action is required when the deviations are within acceptable limits. However,
when the deviations go beyond the acceptable range, especially in the important
areas, it demands immediate managerial attention so that deviations do not
occur again and standards are accomplished. Corrective action might involve
training of employees if the production target could not be met. Similarly, if an
important project is running behind schedule, corrective action might involve
assigning of additional workers and equipment to the project and permission
for overtime work. In

case the deviation cannot be corrected through

managerial action, the standards may have to be revised. The table below cites
some of the causes of deviations and the respective corrective action that might
be taken by a manager. The information in the box in next page gives an account
of how Saco Defense was able to control a crisis situation.
Some examples of Corrective Action
1 Defective material

Change the quality specification for the
material used

2 Defective machinery

Repair the existing machine or replace the
machine if
it cannot be repaired

3 Obsolete machinery

Undertake technological up gradation of
machinery

4 Defective process

Modify the existing process

5 Defective physical

Improve the physical conditions of work

conditions of work
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TYPES OF CONTROLLING
Controlling involving the following types:

1- Feed forward Control
They are accomplished before a work activity begins. They make sure that proper
directions are set and that the right resources are available to accomplish them.
2- Concurrent Control
Focus on what happens during the work process. Sometimes called steering controls,
they monitor ongoing operations and activities to make sure that things are being done
correctly.

3- Feedback Control
They take place after an action is completed. They focus on end results, as opposed to
inputs and activities.

4- Internal Control
Allows motivated individuals to exercise self-control in fulfilling job expectations.
The potential for self-control is enhanced when capable people have clear performance
objectives and proper resource support.

5- External Controls
It occurs through personal supervision and the use of formal administrative systems.
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SUMMARY

In this chapter we have defined directing the third function of management
“Controlling is a process of monitoring performance and taking action to ensure
desired results” and we described the characteristics of controlling “Control is
a Function of Management. Control is Based on Planning. Control is a Dynamic
Process. Information is the Guide to Control. The Essence of Control is Action. It
is a Continuous Activity. Delegation is the key to Control. Control Aims at Future.
Control is a Universal Function of Management. Controlling is Positive.”. .” and
we explain the principles of controlling “Objectives, Interdependence of Plans
and Controls, Control Responsibility, Principal of Controls being in Conformity
to Organization Pattern, Efficiency of Controls, Future-oriented Controls,
Individuality of Controls, Strategic Point Control, The Exception Principle,
Principal of Review.” and we also described the goals of controlling “ To find
out the progress of the work—the work already completed and the work in
progress. To compare the actual performance of the work at different stages with
the particulars indicated in the plans and policies. To ascertain the time within
which the work is completed. To verify quantity and testing quality of the
products. To know the delays or interruptions, if any, in the performance of work
and trace the cause of such delay or breakdown. To see that causes of delay are
eradicated and operations are suitably re-scheduled. To ensure that variations in
the contents and methodology of work are remedied by appropriate adjustments.
To assess the cost of materials and labour used and ensure that direct costs and
indirect costs do not exceed the budget provisions. To pinpoint the responsibility
on individuals at different levels for slackness, indifference, or negligence, if any
in the expected levels of performance. To evaluate the value of the work performed
and recognize the contributions of the staff towards realization of the goals of the
enterprise. To maintain discipline and morale in the organization.”. and we
explain the importance of controlling “ Accomplishing organizational goals.
Judging accuracy of standards. Making efficient use of resources. Improving
employee motivation. Ensuring order and discipline. Facilitating coordination in
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action”. and we also explain the limitations of controlling “Difficulty in setting
quantitative standards. Little control on external factors. Resistance from
employees. Costly affair”. and we also described the relationship between
planning and controlling “ Planning based on facts makes controlling easier and
effective and controlling improves future planning by providing information
derived from past experience”. and we explain the step of controlling “Setting
performance standards. Measurement of actual performance. Comparison of
actual performance with standards. Analyzing deviations. Taking corrective
action”. at the end of this chapter we explain the types of controlling
“Feedforward Control. Concurrent Control. Feedback Control. Internal Control.
External Controls” .
10.12

EXERCISES

1- Complete the following incomplete words and translate it to Arabic :
Words

Translate To Arabic

Contr - lling
Standa - ds
p - rformance
S - tting performance standards
Measurement of actu - l performance
Limit - tions of controlling
Comp - rison of a - tual performance
with standards
An - lyzing deviations
Taking corr - ctive action
Feedforw - rd Control
Concurr - nt Control
Feedb - ck Control
Inter - al Control
Ex - ernal Controls
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2- Fill in the blanks
1- Controlling is a process of …………………………….. performance and taking
…………………………….. to ensure desired results.
2- Control is a dynamic ……………………………..
3- Once performance standards are set, the next step is …………………………….. of
actual ……………………………..
3- Choose the right answer
1- The function of controlling helps to achieve the desired :
a- Managers
b- Goals
c- Resources

2- The performance of control is achieved only when corrective action is taken on the basis
of :
a- Activities
b- Actual performance
c- Feedback information

3- Corrective action of controlling is designed to improve performance in
a- Future
b- Past
c- Present

4- Difficulty in setting quantitative standards from :
a- Characteristics of controlling
b- Steps of controlling
c- Principals of controlling
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4- What are the characteristics of controlling ?
1- ………………………………………………………………………
2- ………………………………………………………………………
3- ………………………………………………………………………
4- ………………………………………………………………………
5- ………………………………………………………………………
6- ………………………………………………………………………
7- ………………………………………………………………………
8- ………………………………………………………………………
9- ………………………………………………………………………
10- ………………………………………………………………………

5- What are the limitations of controlling?
1- ………………………………………………………………………
2- ………………………………………………………………………
3- ………………………………………………………………………
4- ………………………………………………………………………
6- What are the steps of controlling ?
1- ………………………………………………………………………
2- ………………………………………………………………………
3- ………………………………………………………………………
4- ………………………………………………………………………
5- ………………………………………………………………………
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