Field Study Report

Principles of Management (526)


1.
INTRODUCTION

	In this Field Study Report I have discussed the concept and importance of the Leadership in management, and how it can be used objectively in an organization. For this purpose I have studied and analyzed the techniques being used by ABM Data Systems (Private) Limited, and finally, I have made some recommendations for improvement in the organization.

1.1
THE MANAGEMENT PROCESS

The process of management consists of the functions of planning, organizing, staffing, leading, and controlling. At the planning stage the management defines goals and objectives to be achieved. Organizing, staffing, and leading are functions to implement those plans. The controlling function is used to determine whether the established objectives have been achieved. The functions of management are explained briefly below:
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1.1.1
Planning

At this stage, broad organizational goals and objectives are first defined. Then, the broad goals are broken down into smaller and narrowed objectives. To achieve those narrowed objectives, various alternative courses of action are determined. After studying and analyzing all alternative courses, and applying the techniques of decision making, the most effective and feasible course of action is chosen. The chosen course of action is also called the plan of action.

1.1.2
Organizing


The first step in implementation of a plan is organizing. Organizing means to break up the plan of action into smaller activities so that it can be accomplished by a group of people. The organizing function thus not only determines the persons needed to do a job, but also defines the job of each position in the organizational hierarchy.

1.1.3
Staffing

The staffing function involves the recruitment of appropriate staff to the positions defined at the organizing phase.

1.1.4
Leading

To get the work done through people requires the people to be properly led. The leading function, therefore, involves motivation of the employees, and effective communication with the employees, and their participation in the organizational goals.

1.1.5
Controlling

The controlling function ensures that the managerial plans are being implemented properly, and through comparison of results with the targets, it is determined whether the organizational goals and objectives are being met. Various control techniques, which would be discussed shortly, are used to implement such controls.

2
LEADERSHIP
	Leadership in the management scope refers to the art of inducing subordinates to accomplish their assignments with zeal, devotion and confidence.  Manager, as a leader, influences his subordinates to work together willingly on related tasks to attain, and makes them to put their best efforts.  Managerial leadership is one of the most effective tool of handling people to work effectively towards accomplishing the prescribed objectives.
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2.1
DEFINITION AND MEANINGS

•
Leadership is the art or process of influencing people so that they will strive willingly and enthusiastically toward the achievement of group goal.

•
Leadership is the ability to influence and to motivate others to achieve organizational goals.

•
Leadership is the relationship in which one person (the leader) influences others to work together willingly on related tasks to attain goals desired by the leader and/or group.

•
Leadership is direction setting, aligning people, motivating and inspiring.

•
Leadership is quality of behaviour of individuals whereby they guide people of their activities in organized effort.

2.2
IMPORTANCE OF LEADERSHIP


Now-a-days leadership has become an important task of management due to:

•
rapid advancement in technology, 

•
specialization in the field of commerce and industry,

•
enhancement of size of industry,

•
increase of social demands, etc.


Successful implementation of various programmes, plans and projects depend upon the way in which these are guided.  It depends on the successful person of good leadership.

2.3
FUNCTIONS OF LEADERSHIP


The leader, as a manager, creates the love for work devotion to duty, but also induces subordinates to work with greater sincerity, zeal and interest with maximum efficiency and with better understanding.  The leader as a manager performs the following four distinct functions:

2.3.1
Directing

The first function of leadership is to initiate the subordinate to work and give the desired result.

2.3.2.
Responding

Psychologically handle the subordinates for favourably responds to the call/direction of manager.

2.3.3
Representing

Represent his own personality in a clear and understandable way, and at the same time he should represent the subordinates to his own side as they appear and as they really are.

2.3.4
Convincing

Create confidence among his subordinates with regard to his thinking, approach, and character.

2.4
POWER AND LEADERSHIP


Leaders apply power within organization to influence individuals or groups of employees, peers and managers.  However, they do not always have to exercise their power in order to influence others.  There are different forms of power which are explained as under:

2.4.1
Legitimate power


Legitimate power derived from a specific position in the organization structure and the formal authority vested in it.

2.4.2
Reward power


This form of power derived from the ability to provide valued rewards to others.

2.4.3
Coercive power:


Power derived from the ability to penalize others.

2.4.4
Informational power:


Power derived from the ability to control access to important information.

2.4.5
Expert power


Power derived from the manager’s personal skills, technical knowledge, and experience.

2.4.6
Referent power


Power derived from the ability to inspire respect, admiration, and loyalty.

2.5
CURRENT TRENDS IN LEADERSHIP


Managers in Japanese firms use participative leadership styles and invite considerable employee involvement in organizational decision to build commitment.  They also promote harmony among organization members by emphasizing personal relationships rather than maintaining a strictly task orientation.  A growing trend in Japan is the careful design of work groups to substitute for leadership, especially in technical units such as research-and-development department.

2.5.1
Leadership in corporate success


Leadership is not a group of particular people often thought synonymously to be the top management, it is a phenomenon that has to do with the spirit of an organization.  It is a human endeavour.  Managing change necessary to sustain competitive advantage is the task of management, creating change requires leadership.  If we don’t recognize the critical difference we may be contributing to a leadership crisis in our organization.  Leadership can be learnt and there are many managers with the potential of being leaders, but do not see it.  Leadership is must for every one in the organization, not just top management, it should be diffused and allowed to thrive at every level.

2.5.2
How Managers can lead the Organization

As a first step the manager must develop knowledge and skills in the basics of management i.e., in planning, organizing, staffing, leading and controlling.  It does not come naturally to many.  It often involves doing things that are one hundred eight degrees reversed from what it is you do well.  To achieve excel and getting ahead it is essential that there is a challenge.  Most successful companies emphasize challenge and competition that the individual under takes with himself.  The challenge may be to attain the goals of higher level of productivity, better quality control, more detail planning capabilities, etc.  And when a manager integrates challenge with discipline, the job becomes more exciting, destroying boredom, dissatisfaction or complaints and bringing greater success to him and to his organization.  To avoid failure, the managers must fully prepare himself.  Adequate preparation requires complete awareness and ability to perform the skills required in the business.
3.
THEORIES OF LEADERSHIP

	There are three major theories which are explained as under:

3.1
TRAIT THEORIES


According to this approach, certain personal characteristics of individual (traits) are necessary for a successful leader:
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These studies attempted to identify certain traits that distinguish (a) leaders from followers; and (b) successful leaders from unsuccessful leaders.  It is also pointed out that leaders should have the following traits:

•
Decisiveness

•
Clear vision

•
Deep but correct foresight

•
Perfect judgement

•
Perfecting his subordinates

•
Participative management

•
Better public contacts

•
Progressive minded.

•
Strong desire for power

•
Prefer independent activity

•
dislike detailed

3.2
BEHAVIORAL THEORIES


According to this approach, leadership depends upon behaviour and styles of leaders because it is strongly affected by situations from which leaders emerged and in which they operate.  One leadership style cannot be effective in all organizational settings.  Successful leadership depends on the relationship between organization situation and leader’s style.  Basically there are two type of styles of leadership:

3.2.1
Autocratic leader


A leader who tends to centralize authority and to make unilateral decisions.

3.2.2
Democratic leader

A manager who tends to delegate authority and to encourage participation in decision making.


According to continuum of autocratic-democratic leader behavior manager, as a leader, can select from seven behaviours along the continuum from autocratic to democratic behavior.  At one extreme, the leader makes all decisions and tells employees how to implement the decisions.  At the other extreme, the leader allows employees to make decisions and also allows employees to choose how to meet their goals.  A continuum of autocratic-democratic leader behavior is given below:
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According to the Managerial Grid Chart developed by Robert R. Blake and Jane Srygley Mouton leader concern for production on the horizontal axis and leader concern for people on the vertical.  Each axis has nine positions, ranging from 1 as the lowest level of concern to 9 as the highest.  Key management position studied by Blake and Mouton are at the four corners and in the center of the grid.  Managerial Grid Chart is given below:
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3.3
SITUATIONAL (CONTINGENCY) THEORIES

According to this approach leaders are product of given situations.  Leadership is strongly affected by situations from which leaders emerged and in which they operate.  One leadership style cannot be effect in all organizational settings.  Successful leadership depends on the relationship between organizational situation and leader’s style.  Organizational situation include climate, people’s values, attitudes, experience, time and money.  Goal of situational leader is to predict most effective leadership style under varying circumstances.  A model that relates leadership style as determined by manager reaction to the least preferred co-worker to the favourability of situational variables to determine the appropriate leadership approach.  This Fiedler model, like other contingency theories, assumes that the appropriate leadership approach varies according to the situation.  In his view, people cannot change their leadership styles, so his model helps match leaders with the situations most favorably for their styles.
4
INTRODUCTION TO THE ORGANIZATION
	I have selected ABM Data Systems (Private) Limited, for my study in this report. ABM Data Systems was incorporated as a private limited company in January 1983 in Pakistan.  Its Registered Office is situated at Karachi.  Its promoters belongs to an established business house of Pakistan namely International Industries Limited (IIL). In 1985, ABM established a regional office at Islamabad, and later another regional office was opened at Lahore. Now, ABM is a leading firm in computer industry of Pakistan with over 150 employees and a customer base of over 5000 sites, which includes many well-reputed organizations.
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4.1
OBJECTIVES AND FUNCTIONS

The basic objective of the company is to offer computer hardware, software, and consultancy solutions and services to the organizations and individuals. In particular, the following objectives and functions have been established:

•
Sale of mini, micro, and laptop computers.

•
Sale of peripheral devices like printers, plotters, scanners, compact disk drives, digitizers, tape drives, video projectors/display systems etc.

•
Sale of computer accessories like upgrading products, networking and communication products.

•
Sale of computer-related consumable items like ribbons, ink cartridges, toners, diskettes, tape cassettes etc.

•
After sales service of computer equipment to the customers.

•
Walk-in repair service.

•
On call repair and maintenance services.

•
Networking services (Local Area and Wide Area Network design, installation, and maintenance).

•
Upsizing and downsizing services.

•
Data acquisition and control services.

•
Training in standard software packages and systems.

•
Software consultancy and development services.

4.2
LOCATIONS OF OFFICES

ABM has three offices in the country, viz. Karachi, Lahore, and Islamabad. The addresses of these offices are as below:


Head office:
ABM Data Systems (Private) Limited





197/5, Ground Floor





Pakistan Red Crescent Building





Dr. Daudpota Road





Karachi.


Branch offices:
ABM Data Systems (Private) Limited





Ghani Chambers





Link McLeod Road





Lahore.





ABM Data Systems (Private) Limited





14-Y, Johar Road





Markaz F-8





Islamabad.

The offices are geographically positioned in such a way that the head office covers the southern region of the country while branch offices cover the northern region of the country. In particular, the Karachi office covers the provinces of Sindh and Baluchistan; the Lahore office provides support and services to middle and southern Punjab province, i.e. cities of Faisalabad, Lahore, Multan, etc.; and the Islamabad office provides support and services to the northern Punjab, Islamabad, NWFP, and Azad Kashmir.

4.3
ORGANIZATIONAL HIERARCHY

The company’s board of directors consists of four directors, as named below:


1.
Mr. Balall Yaqub (Chief Executive)


2.
Mr. Azam Sultan


3.
Mr. Amir S. Chinoy 


4.
Mr. Mustapha Chinoy

The Karachi and Islamabad offices are each headed by a General Manager, whereas the Lahore office is led by a Resident Manager. The organizational hierarchy at each of these three offices is given at Appendix-1.

4.4
PRINCIPALS

The following manufacturers of computer hardware, software and networking products are ABM’s principals:

•

Artisoft Inc.


•
AST Research Inc.


•
COGNOS Inc.


•
Colorado Memory Systems


•
Compaq Computer Corporation


•
Data General Corporation


•
Gateway Communications Inc.


•
Seiko Epson Corporation


•
TeleVideo Systems Inc.


•
Telex Communications Inc.

4.5
PRODUCTS OFFERED

<
Computer systems and peripherals

<
Networks

<
Projection systems

<
Application software

4.6
SERVICES OFFERED

•
Installation of computer systems and peripherals

•
Preventive and corrective maintenance services (on-site and in lab.)

•
Network design, installation and maintenance

•
Software consultancy and development services

•
Software training

4.7
RESOURCES


<
Human resources


<
Test/repair laboratories


<
Technical literature


<
Parts inventory


<
Backup equipment


<
Support from head office


<
Training and support from principals

4.8
COMMUNICATION CHANNELS


•
Written (letters, memoranda etc.)


•
Telephone


•
Fax


•
Email


•
BBS (Bulletin Board Service)


•
Mass communication media

4.9
MARKET STATUS

<
Acknowledged as one of the leading computer vendors.

<
Leading service provider in Pakistan’s IT industry.

<
Largest base of contract and warranty customers.

<
Authorized repair center in Pakistan for AST, Epson, and Compaq products.

<
Sole distributor in Pakistan for sale and service of Epson products.

5.
ANALYSIS OF THE ORGANIZATION
5.1
ROLE OF ABM’S MANAGEMENT AS LEADERS IN THEIR ORGANIZATION
5.1.1
Top Management


This organization is one of the group of organizations of a very old and established business group in Pakistan namely International Industries Limited.  Style of their management is based on our business culture i.e., they are Benevolent Autocrate Leaders.  They listen their followers carefully, gives the impression of being democratic but always makes their own personal decisions.  Their highest concern concentrates on production and lowest is for their sub-ordinates.

5.1.2
Middle Management


Middle management are managers of their offices who are dealing persons with their customers.  They are well educated and expert in their technical field.  They lead the organization as democratic and participative leaders.  They have comfortable concern with both production and subordinates.

5.2
STRENGTH
5.2.1.
15 Years in Information Technology

This year ABM Group is celebrating 15 years in information technology.

5.2.2
Top management in touch with their Managers

Executive Directors frequently meet with their managers to keep them up-to-date with the decisions and their implementation.

5.2.3
Decoration of Offices


Offices are well decorated and everything of modern technology used in businesses are available for easy and fast approach and to impress their customers.

5.3
WEAKNESSES
5.3.1.
Authoritarian Leadership

Due to the style and behaviour of the top management, they are facing some problems in human resources management.  Some are identified in the following lines:

•
Manager of Islamabad Regional Office has left the office.

•
Five personnel of technical and sales departments have also left the office.

•
Ex-Manager has started its own business in the relevant field in Blue Area, Islamabad and influencing with his old contacts and expertise.

Due to the above stated changes the new management of the organization also facing problems in the market.

5.3.2
Complaints on delay in development of Software Projects


Many complaints are based on delay in development of software projects A lose plan of action is prepared and followed, due to which often projects are unnecessarily delayed, and no corrective measure has been taken to control the time period of projects. Due to this weak aspect of the company, it suffered heavy losses in terms of revenue as well as in terms of its reputation, in the field of software development.

6.
SUGGESTIONS FOR IMPROVEMENT
6.1
CHANGE IN MANAGEMENT STYLE


The top management should change their behavioural style towards balancing the necessity to get out work with maintaining morale of subordinates at a satisfactory level.  Top management this task can be achieved by sharing power, information and rewards with human resources.  This act will not only give a boost to human resources management but also it will be better for the achievement of organization goal.

6.2
Good planning in development of software


This is the function of planning and it is the most basic of all the managerial functions.  The manager does plan but at times may fail to maintain or improve the ability to achieve goals because of his inability to develop strategies that will result in optimum contribution of all organizational resources.  He is either careless or unable to recognize opportunities and is unaware about the market, competition, what customers want, the organization’s strengths and weaknesses.  It is also true that the delays in software projects are almost always caused by certain uncontrollable factors. Some times activities are completely out of the company’s control due to non-cooperation of the client’s staff members as well as some times programming errors may become difficult to detect.

To overcome these difficulties, an agreement should be undertaken with the client, before taking on a software project. The software services agreement should specify time limits for each party (the company as well as the client), and penal terms for violations.

Appendix - I
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