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Fundamentals of Administrative Management

Assessment 2 

Q: 1: Short questions:

I. Define the term “Management”.

“Management” is the art of getting work done through the process of working with an individual or a group of individuals, in an efficient and effective manner, in order to achieve pre-determined goals or objectives, within a set timeframe and with limited resources. 

Management are employees of an organisation responsible for deciding how higher level strategy is to be implemented across their organisational level. Dependent on their position within the organisational hierarchy, this may include writing a Head of Department strategy for their subordinates to execute. At lower levels, eg. working as a supervisor, this could include assigning tasks to operatives on a production line.   

The role of management is to take the inputs of an organisation, its materials (eg. raw food materials, fuel or textiles), machines (eg. vehicles, plant & machinery, computers), workforce (includes all employed staff) and processes (eg. harvesting, cooking, packing, marketing, distribution), and apply management functions in order to achieve the desired outputs - the organisational products &/or services. 

Management requires the use of both logical skills (science) and personal insight skills (art).

Management has many characteristics. Firstly, it is universal as it is required by all types and sizes of organisation. It is a continuous process - management exists as long as the organisation does and business activities cannot function without it. Management is goal directed; its aim is to achieve pre-determined goals created as part of the organisational strategy. Management also integrates the organisation’s various functions and operations etc. Management is multi-disciplinary and so spans various areas of knowledge/departments rather than specialising in a single field. It is intangible – you cannot see it but you feel its effects and are aware of expectations during the course of your work (eg. company policy). 

Management is a social process. Managers are required to manage staff relations and ensure the welfare of employees. They must also motivate staff to achieve the organisation’s objectives and also assist with employee professional development. 

Management is situational – the most appropriate methods and techniques to be used will be dependent on the individual situation.

II. List different levels of management.

‘Management’ can be sub-divided into both levels and areas. There are 3 management levels which form the ‘hierarchy of management’, these are listed below:

· ‘Top managers’, eg. Chief Operating Officer (CEO) and Board of Directors, set the organisational vision, goals and objectives. They create the overall strategy and policy. It is the top managers who make decisions re. Acquisitions & mergers, large scale investment (eg. business expansion), market place decisions and the level of investment in Research & Development (R&D) etc. They are also responsible for the motivation of staff.

This is the smallest management group but with the greatest influence over business decisions. They are responsible for overseeing the entire organisation and are also accountable to shareholders, the public, and the courts in the event of a breach of duty. They also play a key role in external networking in order to enhance the organisation’s position within the marketplace, and develop future opportunities, whilst also highlighting any potential emerging new threats.

	Their sub-ordinates generally sit within the ‘Middle management’ level of the organisation.

· ‘Middle management’, eg. Function Heads, create their own team strategy to fit the top-level strategy and write policies to link into the strategy. They co-ordinate business activities and have delegated authority at their organisational level to implement plans. ‘Middle management’ create work systems, monitor performance against targets, diagnose and resolve issues, and also offer guidance to lower level managers.

A significantly larger group than the ‘Top Managers’, ‘Middle Management’ usually manage their sub-ordinates in ‘First-Line’ or ‘Lower Management’. 

· ‘First-Line’ or ‘Lower Management’, eg. Supervisors, are responsible for the day-to-day supervision of staff, processes and administrative procedures. This role involves tasks such as quality checking production, offering improvement solutions and motivating staff.

This is the largest management group at the bottom of the hierarchy of management. They are responsible for managing their sub-ordinate staff at non-managerial level within the organisation. 

The management hierarchy of typical organisations can be depicted as a pyramid.


III. Define the term “equity” as a principle of management.

Henry Fayol, a management theorist, set out 14 General Principles of Management, “Equity” being one of those principles. 

The definition of “Equity” in this sense is ‘the quality of being fair and impartial’. Fayol believed that management should treat all workers in a fair, just and kind manner, irrespective of their sex, race or religion, or their level within the organisation. He believed that managers should be of high moral character so as to demonstrate impartiality when handling staff relations in the workplace.

 

IV. State the various functions of management.

Management is a ‘doing’ function and also an overseeing role. Managers are responsible for putting organisational strategies into place, making decisions, delegating work appropriately, developing and motivating employees and ensuring effective staff relations. A manager is responsible for getting the best from their employee/s in terms of using their specialist skills appropriately, avoiding cross-over between work tasks assigned and ensuring employee welfare. They also have a duty to provide opportunities for staff to progress.

Henry Fayol, an expert in the field of management, categorised the functions of management as Planning, Organising, Commanding, Co-ordinating & Controlling. These principles have been widely accepted around the world and can be applied to many different types of businesses, teams or groups of people with shared objectives.	

Planning – Planning as an activity involves systematic thinking in order to develop a series of actions to ensure that pre-determined goals are achieved. Planning is essential to ensure an efficient use of resources. The manager must look ahead and plan activities according to current and future business need (organisational goals), whether planning staff tasks to meet short term deadlines or recruiting for future resourcing needs.

Organising – A manager needs to organise his/her team members and workload, ensuring that all is on track to achieve specified deadlines. He/she is responsible for listing the activities, grouping them and then assigning to the appropriate team roles/delegating to sub-ordinate team members. Organising involves making the best use of both human and non-human resources together.

Commanding (or Directing) – This involves the manager giving instructions to staff (supervising) in a manner that motivates them to do their best and does not overburden them. As a leader, the manager must also demonstrate the desired corporate behaviours, in order to successfully influence the behaviour of others.

Coordinating (or Staffing) – Roles need to be carefully considered by the manager in order to avoid an overlap of duties and team conflicts. He/she should encourage positive teamwork within and across teams. In addition, there should be only one report per employee, to facilitate a clear communication channel.

Controlling – A manager is also responsible for monitoring progress against goals, ensuring work produced is of the required company standard, and that all relevant policies are being adhered to. Management information systems, such as accounts and performance appraisals, are used to measure company or individual performance against targets. A manager liaises with his/her subordinates in order to control the course of action, and correct any deviations from the work plan. It is the manager’s responsibility to resolve any issues or instigate disciplinary action if necessary.

Dependent on the level within the managerial hierarchy, the time spent carrying out the above functions will mostly vary. Top-level management, for example, will plan more than their sub-ordinates and first-level management will spend more time leading others.

Allison is another management theorist; he categorised the functions of general management under the following 3 headings:

1. Strategy

2. Managing Internal Components

3. Managing External Constituencies

Within Strategy and Managing Internal Components he focussed on those functions already described by Fayol, but with increased focus on Personnel, an area that Fayol was criticised for not handling effectively. The third heading specifically deals with the organisation’s external stakeholders, such as management of other agencies, the government and the public.


V. 	Match the expression given in column 1 with these given in column 2.

Column 1
Column 2                                               

a) Management as a discipline
iii) developed and grown through practice and research

b) Management as a process
iv) series of inter-related activities

c) Management as a group
i) team of managers

d) Management as a profession
ii) code of conduct for professionals


i. The following table contains the function, position and different levels of management.

Pick one from each column and make a meaningful combination.

(A) Top-Level Management – Board of Directors and Chief Executives – Defining the objectives and formulating the policies.

(B)  Middle-Level Management – Departmental Heads and Managers – Identifying the departmental objectives and guiding lower level towards achievement of those objectives.

(C)  Lower-Level Management – Supervisors and Foreman – Carrying out the operations and their supervision.



Q.2. “Planning is looking forward; whereas controlling is looking back”. Explain the statement.

The key difference between ‘Planning’ and ‘Controlling’ is that ‘Planning’ is a proactive (looking forward) activity whereas ‘Controlling’ is reactive (looking back) activity.

‘Planning’ involves systematic thinking in order to develop a series of actions to ensure that pre-determined goals are achieved. Hence you are looking forward in order to develop strategies and a future course of action, also anticipating how the future business environment is likely to look (both internally and externally).

The planning function involves the creation of policies and procedures, programmes and budgets etc. It is essential in order to ensure an efficient use of resources. Eg. Budgeting - This is an exercise that uses existing accounts and expenditure knowledge in order to budget for the future cost of an operation. Considering the estimated future labour, material, marketing and distribution costs etc., a judgement is made on likely price increases/decreases that should be factored into calculations and a plan is made.

A further example is the writing of a company policy. This document will provide guidance to staff, communicate company expectations and provide management with a standard to measure performance against in future auditing or reviewing. A policy will often reference legislation in order to inform (or remind) employees of their legal compliance duties. 

Effective planning requires a manager to determine SMART objectives – that being Specific, Measurable, Attainable, Realistic and Timely. Usually concise, they must include specific detail that can be measured quantitatively. Objectives should be attainable (not too easily, but not too challenging either), be a realistic expectation, and they should always state a timescale for completion, whether a short or longer term goal.

Objectives are often written in consultation with employees, as their early involvement encourages buy-in and motivates employees to commit to the organisational goals and achieve targets. From this, an action plan is created and tasks and roles are determined. The progress against plan is monitored and the plan adapted as necessary along the way. 

Planning is a forward looking function at all levels of the hierarchy of management. At Top (Strategic) level, plans typically look 5yrs ahead, at Middle (Tactical) level, up to 2yrs ahead and at Bottom (Operational) level, up to 6 months ahead. Some plans are created for ‘one-time usage’ whereas ‘standing’ plans are used repeatedly by companies, where they can be applied to future circumstances also (Eg. procedures to follow in the event of an incident).

‘Controlling’ as a management function involves monitoring progress against goals, ensuring work produced is of the required company standard, and that all relevant policies are being adhered to. Controlling requires the review of past progress and a check to identify whether the organisation is on track to meet its goals within the required timescales. It involves comparing results achieved with pre-existing plans and correcting any deviations. 

There are 3 steps in the Control process:

1) The fixing of standards (the desired conditions against which to measure performance)

2) The monitoring of actual performance compared with the standards

3) Taking corrective actions as necessary to align with the organisation’s objectives

Hence, the largest part of this function is reviewing (looking back at) past performance. Before corrective actions are put in place, a detailed analysis should be undertaken to establish the factors that caused the deviation from standard, in order to successfully overcome previous issues and learn for the future. An exercise to undertake any necessary revisions follows, in order to ensure that the organisation is on track to meet its pre-determined goals.

Past data, whether very recent or showing as a trend over previous years, is very valuable to an organisation. Eg. A factory wishing to measure their productivity over the last week would calculate the cost of the raw material input, the machinery and staffing costs, the time taken to produce the goods to the required standard, along with the cost of packaging and distribution. It would also calculate the number of hours the line was running each day and any downtime (including breakdowns and for cleaning etc). An organisation builds up a picture to indicate the productivity level of the production line and can then compare the outcome with other lines within the business and with the targets set in the company strategy. This information enables management to consider where there is potential for future increase of productivity, using leaner processes to maximise business profitability whilst still achieving other organisation goals (such as its environmental or social environmental aims).	

Considering trends over past months and years, organisations are able to identify specific recurring issues and establish focus groups to discuss and agree future improvement plans. Eg. Safety Incident performance – By recording and reviewing accident statistics (types, causes, areas etc), management may invest in additional safety measures, staff training or work to improve the behavioural safety culture of an organisation, thus reducing future incidents, associated costs (lost working days, civil claims etc) and achieving a happier and safer workplace. Other past data that is monitored for future benefit as part of management ‘control’ could include team performance (appraisals, feedback etc.). 







Case Study

The directors of Vision Tech have reorganised their business. William Davis is now Chairman, Vijhay Singh finance manager, and Irene Rogers is the floor in charge (supervisor).

Keeping in view the above situation answer the following questions:

1. What is meant by the hierarchy of management?

The ‘hierarchy of management’ is the various levels of management, authority and responsibility within an organisation. It is split into 3 layers – top, middle and lower management. Usually depicted as a pyramid, the top management is the smallest in size, the middle is medium-sized and lower-level management is the largest level (containing the most employees).

Authority levels vary considerably at differing levels within the hierarchy of management, as do the skills required for the role. Each level is accountable, and usually reportable, to a line manager in the next level up and responsible for managing their sub-ordinates in the level below.

In the above case study, the directors of Vision Tech and the Chairman (William Davis) form the top-level management and are responsible for determining the organisational goals and creating the overall strategy. The restructure planning would have been handled by these employees, and should there have been a desire to change the culture of the organisation, this would have been driven from the top-level downwards also. Business change creates uncertainty and, if not managed correctly, can result in a reduction in staff motivation levels and subsequent issues. Other duties of the directors and Chairman include the formation of strategic plans and the creation of policies. They have the greatest level of authority but also accountability, being accountable to the shareholders and the general public (eg. for the level of business profit (or loss), the actions of the business and any liability claims).

The finance manager’s role (Vijhay Singh) falls under middle management. With the aid of the overall organisation strategy, he creates a work plan to manage the business resources in order to achieve their targets. As part of the business re-organisation, he is likely to be involved in the recruitment process for new staff and also staff redundancies. He has a duty to reassure his staff during periods of uncertainty. The other duties of a finance manager would include setting up information systems and co-ordinating group work to determine key performance indicators (KPIs). He would be responsible for monitoring performance, resolving problems incurred and rewarding staff commitment and successes. A middle-level manager will also provide guidance to sub-ordinate managers. Vijhay Singh is accountable to William Davis for the actions at his organisational level.

The supervisor’s role (Irene Rogers) is within the lower management level of the hierarchy. As with Vijhay, she does not have the authority to handle the duties of her superiors, but either of them may be asked to contribute towards higher level workstreams by way of sharing their ideas. Irene’s role involves the day-to-day assignment of tasks, and supervision of staff and business operations. She is responsible for leading by example on the factory floor and providing basic support to employees. Her role to motivate them is more significant and likely to be more challenging during periods of business change. Irene will also check the quality of work and feedback any issues or concerns. She is accountable to middle-level management (Vijhay).



2. How does William Davis know about any problem on the factory floor?

As Chairman, William Davis needs to be aware of issues throughout the business. Any issue on the factory floor can be communicated to the Chairman via the upward reporting channels, from the supervisor (Irene) to the finance manager (Vijhay) at middle-level, and then upward to William Davis (top-level).

Irene’s duties include basic staff supervision and performance feedback. This includes upward feedback to her superiors of any employee or operational problems. Using her skills, whether technical (relating to the specific practical task concerned) or interpersonal (staff understanding and communication), she is able to manage the specific situation prior to upward management consultation.

Irene would communicate issues upwards to middle management who, in turn, would provide upward feedback to the top-level management team. This would often be collated with other area feedback and may be in the form of statistics.

Lower-level management are also responsible for making recommendations or suggestions for improvement ideas. Working with their sub-ordinates, a focus (or improvement) group may be formed with the aim of overcoming an identified operational issue. The outcomes of these working groups are fed upwards to middle-management who records the achievement and then subsequently feeds up to top-level management to share the business success.

Using the case study example, an issue on the factory floor could be that operatives are complaining about the volume of manual handling operations that are required in order to carry out their new production tasks. Irene would listen to their concerns and feed these upwards (to middle-level management), also making her own suggestions or recommendations for a solution (if concerns upheld). Middle-level management would investigate the concerns and look to create a working group to overcome the problem in the most efficient and effective way. Managers need to be aware that improvements they make may (adversely) impact on another area of the business and so consultation is required to ensure good communications and achieve the best outcome. A solution could be to re-design the production line layout (thereby reducing factory floor movements), to install additional roller tables (to carry the goods) or to introduce trolleys/pallet-trucks (to reduce manual handling operations). Any of these options are likely to also result in efficiency savings and greater production output in the future. The middle-management would create a business case (including costings) for any changes and submit these to the top-level management. They would make any overall decision concerning capital expenditure or significant business changes, which would be fed back down via the same communication channels.







3. Who determines the objectives for the business?

The directors of Vision Tech and the Chairman – Top-level management determine the overall business objectives. Having decided the organisational aims and goals, they set the overall strategy and also decide the key business objectives.

In addition, at each lower management level, further objectives are set. Employees at all levels within the organisational hierarchy are encouraged to contribute towards their departmental objectives, feeding into departmental strategies and ultimately the overall high level strategy. Therefore, in the above case study, William Davis may for example set a strategic objective of achieving a 20% increase in turnover over the next 5 years. In order to arrive at this objective he would have carefully considered whether the target was attainable, and in good business practice he would have consulted with Vijhay Singh, as the Finance Manager, for his input. In doing this, William gains the technical knowledge required to assess the financial position accurately and also gains commitment from Vijhay to the target, motivating him to work harder towards this shared goal. Vijhay will break the 5 year target down into annual projections from the current position and liaise with Irene (supervisor from the sub-ordinate level) in order to establish the feasibility of achieving. Similarly, staff commitment to organisational targets is gained at this level too, as a sense of ownership is formed. Irene will manage the day-to-day operations, including team motivation, with the aim of achieving their annual target.



4. Who will ensure that the work is carried out properly and on time?

The finance manager, Vijhay Singh, as middle-level management is responsible for the controlling function which ensures that work is carried out to the desired quality and in line with pre-determined timescales. He will hold regularly scheduled meetings with Irene Rogers to gain progress updates and provide support to her in her role. This will include discussions around the quality of work being produced, staff training needs, team and individual morale, any operational problems being experienced or challenges from other staff members etc. Discussions will also include improvement ideas and forthcoming business plans. A practical example of a possible issue could be poor quality goods being handled on the production line resulting in a lower yield than budgeted for in the accounts costing. Irene would raise the quality concerns with Vijhay who would contact the supplier to discuss with a view to remedying the situation. Vijhay records and monitors the daily production line yield (in his role as middle-level management), and at intervals shares with William. If unresolved issues continue, William would inform Vijhay as to how he wishes him to proceed in the supplier negotiations. William is the person who ultimately decides whether to continue with the supplier or to find a new contractor/supplier to replace.

Middle and lower-level management have similar targets that link into the strategy to facilitate a joined up working approach and try to ensure that organisational goals are met. In circumstances where a changing environment makes it no longer possible to meet a deadline or achieve an objective, Vijhay will also re-align targets accordingly. Vijhay will report upwards as necessary; this may be in the form of one-to-one line manager meetings, senior team meetings or management reports. He will liaise between the two parties, William and Irene, in order to deliver the business objectives.
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