Principles of Management (526) M.B.A.
- -
Second Assignment
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	1(a)
Based on either your experience or events about which you have heard or read, relate a strategy of planning that was or is being used.  In your own opinion, could a better strategy be used? Explain.
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Experience relating  to strategy of planning
	It is no secret that we are passing through very precarious situation in these days.  At this stage more work is needed to get out this situation.  Government, organizations, agencies are planning different strategies which are in process or being used.  In business most of us have seen or experienced of that events when management has brought the company at gaining an edge over competitors through creative strategic planning in the following areas:

	Areas of strategic planning
	q
Marketing;

q
Finance;

q
Operations;

q
Human resources;

q
Research & Development; and

q
Information resources.



	
	Now I would like to discuss in the following lines the way through which a better strategy be used.



	Planning
	Planning is the primary task of management.  It must occur before all other managerial functions because it determines the nature of those functions.  Planning makes things happen that would not otherwise occur.



	Strategy
	Strategy is a comprehensive plan or action orientation that sets critical direction and guides the allocation of resources for an organization.  It is a focus for action that represents a best guess regarding what must be done to ensure longer-run prosperity for the organization or one of its subsystems.
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	Strategic

Planning
	Strategic planning does not predict the future, but for a manager it can:

ﬁ
assist in coping effectively with future contingencies;

ﬁ
provide an early opportunity to correct inevitable mistakes;



	
	ﬁ
help in making decisions about the right things at the right time; and

ﬁ
focus on what actions to take in order to shape the future as desired.



	Level of Strategies
	Many organizations develop strategies at three different levels, i.e.

 
Corporate;

À
Business; and

Ã
Functional.



	
	ﬁ
Corporate-level strategy addresses what businesses the organization will operate, how the strategies of those businesses will be coordinated to strengthen the organization's competitive position, and how resources will be allocated among the businesses.



	
	ﬁ
Business-level strategy concentrates on the best means of competing within a particular business while also supporting the corporate-level strategy.



	
	ﬁ
Functional-level strategy focuses on action plans for managing a particular functional area within a business in a way that supports the business-level strategy.



	Planning
	Strategy is implemented using the four management functions.  

The planning function involves integrating and coordinating activities to ensure that implementation follows the proper direction and stays on schedule.  



	Organizing
	The organizing function involves defining task and assigning responsibilities to individuals and groups.



	Leading
	The leading function provides leadership for the organization, communicates the strategy, and motivates employees. 



	Controlling
	The controlling function is involved with controlling resources and tracking results.
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	1(b)
How for Maslow's theory and Herzberg's theory are similar to each other?
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Abraham Maslow’s Theory
	Abraham Maslow's theory is based on the arguments that human needs can be divided into five categories and that people progress up the needs hierarchy as each level is satisfied.  Employees seek a variety of rewards to satisfy these needs on the job.  The five categories of needs in a hierarchy including items are shown in the next page:
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	Frederick Herzber’s Theory
	After the Abraham Maslow's theory, Frederick Herzberg proposed the two-factor theory of need that suggests that job dissatisfaction and lack of motivation are derived from factors entirely separate from the factors that affect satisfaction and motivation.  The two distinct sets of motivational factors are:



	
	1
-
Hygiene factors which influenced dissatisfaction; 



	
	2
-
Motivation factors which influenced satisfaction.



	
	The above factors with items illustrated in the next page:
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	The two major needs theories cover the range of human needs, but each takes a different approach in terms of categorization and hierarchy.  These above two need theories focus on the importance of analyzing and understanding the psychological factors within individuals that cause them to behave in certain ways.  Perhaps one of the most popular need theories is Maslow's hierarchy of human needs.  Since much of Herzberg's theory focuses on the nature of the job itself, it will be helpful to discuss briefly what constitutes a motivating job.
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	2(a)
Discuss the role of communication in management.
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The Process of Communi-cation
	Communication may be defined as the transfer of information from the sender to the receiver, with the information being understood by the receiver. The communication function is the means to unify an organized activity, through transfer of information from one individual to another, or from one system to another.



	Importance of Communi-cation
	The importance of communication has been recognized by many authors of management over the years. Chester I. Barnard, the founder of social systems theory, maintains, in his book "The Functions of the Executive", that communications is the means by which people are linked together in an organization to achieve a common purpose. Indeed group activity is impossible without communication because coordination and change 

	
	would not be effected. Sociologists and psychologists have also realized the importance of communication in interpersonal relationships, and have focused their study on communication networks, and identification of barriers to good communication.



	The purpose of Communi-cation
	The purpose of communication in an enterprise is to effect change. In an organization, there can be two types of communication, i.e. internal and external. Internal communication means communication within the organization, whereas external communication is the communication with the outside environment. The following diagram depicts the purpose and function of communication in an organization.
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	As can be seen from the above diagram, the purposes of internal communication in an organization are as follows:



	
	i)
To establish and disseminate goals of the organization.

ii)
To develop plans for achievement of these goals.



	
	iii)
To organize human and other resources effectively and efficiently.

iv)
To select, develop, and appraise members of the organization.



	
	v)
To lead, direct, motivate, and create an environment in which people would willingly contribute.

vi)
To control all activities.



	
	External communication helps the managers to become aware of:

i)
the needs of customers.

ii)
the availability of suppliers.

iii)
the claims of stockholders.

iv)
the regulations of governments.

v)
the concerns of the communities.
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	2(b)
Planning is to look ahead and controlling is to look backward.  Comment.
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Management
	Management is a  process of achieving organizational goals by engaging in the four major functions of planning, organizing, actuating and controlling.  Management is an ongoing activity, entails reaching important goals and involves knowing how to perform the major functions of the management.
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	Planning

is to

look ahead
	Planning is the management function that involves setting goals and deciding how best to achieve them.  This is the first of four major functions of the management.  In this function management determines where the organization should be in the future and then selecting and implementing the most effective set of actions to achieve that future.  Because the other three management functions all involve efforts to achieve the goals set in the planning process.  Therefore, planning is the most fundamental part of the management process and it is composed of numerous decisions oriented to the future.



	
	Due to these basic aspects of Planning, this function is also referred as "to look ahead" or "wish list" because if any action is taken today, the organization cannot achieve its desired results tomorrow.



	Controlling

is to look backward
	Controlling is the management function aimed at what is being accomplished and regulating organizational activities so that actual performance according to plans conforms to expected organizational standards and goals.  This function is closely linked with the planning function because in this function management uses the planning process to prepare courses of action to achieve organizational goals.  This process is related to and a part of the outputs of the other three fundamental functions of management.  This function is also referred as "to look backward" because the controlling can be viewed as detecting and correcting significant variations in the results obtained from planned activities.
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	3(a)
What is the challenge of actuating and why is it basic to good management practice?
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Actuating/

Leading
	Actuating/Leading is considered the foundation of the management function.  This is one of the four basic functions of management.  It is the process of influencing others to engage in the work behaviours necessary to achieve organizational goals.  Once the organizational structure is in place and people have been assigned their tasks, in leading managers work directly with all members of the organization to help them, understand their goals and make their best possible contribution.



	
	Ability to lead others is a critical skill.  Leading efforts are highly personalized and herein lies much of the  challenges.  In leading, a leader has the following basic challenges:



	Challenge

of Actuating/ Leading
	+
Communicating with others.

+
Helping to outline a vision of what can be accomplished.

+
Providing direction.

+
Motivating organization members to put forth the substantial effort required.

+
Emphasizes working with people to win their enthusiasm, desire and energy for the achievement of mutual objectives.

+
Reward by recognition and pay for work well done.



	basic to good management practice
	The leaders apply power within the organization to influence individuals or groups of employees, peers, and managers, and they also use power outside the organization for achievements of goals.  It is always not necessary for leaders to exercise their power in order to influence others.  Often the possession of power and the potential of using it can be as effective as the power itself.



	
	To meet the challenges, the leaders use motivation.  Motivation is the force that moves employees and managers to initiate, direct, and sustain behaviour and action.  Leaders must understand the forces that drive employees actions, how employees 

	
	action, how employees channel their actions toward goal, and how high-performing behaviour can be sustained.  These elements are all part of the process of motivation.



	
	Leaders also design reward systems to encourage employees to achieve short-term and long term goals.
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	3(b)
Do companies encourage, the money chase? Discuss.
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Money
	Money may be defined as "a commodity chosen by common consent to be a measure of value and a means of exchange between all other commodities.



	
	Money which is a medium of exchange universally accepted in exchange for other commodities its possession must enable its owners to obtain satisfaction of his wants without difficulty.



	
	A company which is an incorporated association of persons, formed usually for the pursuit of some commercial purpose, with the basic objective to earn profit/income.  This profit/income represents the increase in owners power to obtain satisfaction of their wants without difficulty.



	
	Management which is the process of achieving organizational goals by engaging in the four major functions of planning, organizing, leading and controlling, its basic notion goes towards profits/income.



	
	Whatever is the function of the company, its management needs to know how well various segments of the business are performing in order to set future performance goals and to allocate resources to those segments offering the greatest profit potential.  If one product line is more profitable then another the company's overall profitability may increase by allocating more production capacity to the more profit able product.



	
	So it is true that "companies do encourage the money chase" but with satisfaction of customers' needs.
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	4.
What assumptions are made in developing the classical inventory model?  Do you think these assumptions are too restrictive for use in a practical inventory situation?  Discuss your reasoning
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Inventory
	A stock of materials that are used to facilitate production or to satisfy customers demand.  There are following three major types of inventory:-



	
	Raw Material Inventory - The stock of parts, ingredients and other basic inputs to a production or service process.



	
	Work in process inventory - The stock of items currently being transformed into a final product or service.



	
	Finished-goods inventory - The stock of items that have been produced and are awaiting sale or transmit to a customer.



	
	Inventory is important to organizations because it represents considerable costs and serves major purposes in organizations such as to deal with uncertainties in supply and demand.
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	Assumptions
	

	in developing

the model:


	The following assumptions are made regarding the certainty of information used in developing the Classical Inventory Model:



	
	Instantaneous receipt:  All items that have been ordered are received at one time and immediately put into inventory.



	
	Constant demand:  Demand for this item is uniform throughout every period and is known with certainty.



	
	Fixed lead time:  The lead time for receiving an order into inventory is fixed and known with certainty.



	
	Independent demand:  Demand for the item is not dependent on demand for other items in the same inventory.



	Restrictive for use 
	This system requires continuous monitoring of inventories.  Although the approach assumes that demand and unit costs are constant, in many cases demand may vary substantially and suppliers may offer quantity discounts and special promotions.  Still this gives a useful approximation.  In using it an organization will often add some slack on the system in the form of fluctuation, or safety stock.  This is extra inventory kept on hand in case of unforeseen contingencies such as quality problems or recorder delays.  On the other hand, a number of companies are taking a completely different approach to inventory control.
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	5.
When ABC Refrigerators Inc. encountered what were considered motivational problems with workers on the assembly line, top managers called in a consultant to look at the situation.  The workers were paid at competitive rates prevailing in the country.  Yet, one of the demands of the employees was for substantial wage increase.



	
	The consultant, Ali spent a few days observing the assembly operation and interviewing people.  His recommendations to the management group and the union representative centered on job enrichment.  The union representative did not agree with the consultants point of view, especially not with the statement that money is not a motivator but a hygiene or a maintenance factor.  After some argument, the union representative asked the consultant why he charged the company what he considered "an exorbitant consulting fee", if money is not a motivator?



	
	1.
If you were the consultant, what would you have answered?



	
	2.
What reactions could you expect from (a) the union representative, (b) top management?
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Reply of the consultant
	I am charging "an exorbitant consulting fee", as you wrongfully said! because it is at par with my qualification, performance, experience, knowledge, skill and reflects stable long term value of my position



	Every person is not working for money
	All person are not working because they have wants that cannot be satisfied without money.  Certainly, some do, but a number of people who are well fixed financially continue to work hard and maintain a punishing schedule of activities.  Others work hard, but not for material gains like missionaries, teachers, scientists.  Probably they could make more money in some other endeavor but they are passing this up for non-monetary returns or rewards.



	Money is one of the Hygiene factors
	As I have already said in my recommendations that money is one of hygiene factors or dissatisfiers because if hygiene factors are present in a work situation, people will not be dissatisfied, their presence, however, does not really motivate people.  However, take away any of the hygiene factors from a job and extreme dissatisfaction can occur.  Hygiene factors relate to the lower-level needs and include elements in the work environment.  Motivators are the set of factors that influence satisfaction.  Motivators appeal to higher-level needs and include work content, achievement, recognition, responsibility, advancement and personal growth.



	Reaction:  Union Repre-sentative:


	It may be possible that Union Representative will have some reservations on remarks of the Consultant as in the traditional approach it is assumed that people will work harder and produce more if substantial financial rewards are placed before them.  Organizational research also has shown that money is a motivator if it fulfills at least three condition i.e. 



	
	∂ 
the amount of money must be perceived as substantial and enough to justify the extra effort required to obtain it; 



	
	∑
the money must be perceived as directly related to the required extra performance and must be received immediately upon completion; and 



	
	∏
the money reward must be perceived as fair and equitable by the majority of organizational members, even those who will never seek the extra income.



	Reaction: Management

	In my opinion, it is expected that management should have to consider recommendations of the consultant which centered on "job enrichment".



	What is

job enrichment
	With the use of "job enrichment" the work organization is changed to have more independently functioning units and the work role is altered to provide the employee with more varied tasks to make the work more challenging.



	
	The vertical expansion of jobs by increasing the responsibilities associated with a given position.  These arrangements are designed to provide self-managed work teams that give employees more power to make decisions about how their jobs will be done.  The traditional assembly line is eliminated and replaced by assembly work teams.  By being a member of a small work team, the individual becomes closely involved in a bigger work effort and yet is closer to the end result of the work.
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