management functions
genenal administrative dutles that
need 1o be carrled out in virtually
all prodisctive anganizations

planning

determining the méislon and goals
of an ceganization and specifying
what it will take to achieve those

goals

organizing
creating the structure of an

organization

organization chart

a diagram of &n organlzation’y
official positions and formal lines
of autharity

vertical hierarchy
chain of command
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Functions of Management

The functional approach to managemeant was rlll'*'i-‘|"l“f‘|_|" the early 19008
by Henri Fayol, an engineer and manager of a French mining company.® You

will lsarn more about his work In the “Historical Managemen! Theories"
section of the chapter. Fayol's basic functions are still relovant today, but
current literature describes them using slightly different terminology and
condanses his five functions into four categories: planning, organizing,
lsading, and controlling,

The functional view of management has boon popula
coentury bacavsa it divides the management process into distioo ! activities
and dutlos that can be taught and learned. Management functions oro gonaral
administrative duties that need to be carried out in virtually all productive

organizations.
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Planning

Planning is the process of determining the mission and goals of an orga-
nization and specifying what it will take to achieve those goals, Chapter &
discusses in depth the processes of planning and achieving results. Note the
weight Thomas Suggs gives to planning and establishing the organization’s
vislon, values, mission, and goals,
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horizontal specialization
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entrepreneurial ventures
anew of emenging start-up business

Horizontal specialization shows the various divisions of labor across an
organization. The organization chart in Figure 2.1 provides a typical vi-
sual tool to describe hisrarchy and specialization, The chart lets everyone
in the company know who reporis to whom and who does what, both of
which represent important information for manegers and their employees,

What about small erganizations lacking multiple levels of hierarchy
and lots of specialized jobs? Entropreneurs and small businesses make up a
significant partion of our sconomy. Just like large Fortune 500 corporations,
entrepreneurial ventures need to establish a formal organizational struc-
ture for long-term success. In addition, someone in the company needs to
accept the suparvisory role. Typically, the business owner assumes these
rasponsibilities. '

What may be different with a new venture is fewer resources and greater
personal responsibility. For example, when Doris Christopher started
The Pampered Chef in the basement of her home in the Chicago suburb of
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Controlling is ensuring that performance meets the goals of the organization,
It involves setting standards to achieve goals, monitoring performance by
comparing it against the standards, detecting any deviations, and making
changes to correct for them. In Effective Management, Chuck Williams
provides the following example:
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% 3 . Would it also be important to develop an organization chart and
Leading | ) ! r' provide copies to all employees? Why or why not?

Leading is inspiring and motivating employees to achieve organizatianal
goals. Successful managers employ a wide range of leadership skills in

ot taking the vision and goals established by executives and higher-level man-
g and motivating others to agement and translating them into reality. Chapter 3 briefly outlines the |
ibilid ; - i luces leadership |
ve organizational gaals leadership responsibilities of managers, and Chapter 4 intro : : ; .
: thearles, models, and styles. ' Historical Management Theories

The discussions of key management theories in this section and the next
are an overview o acquaint you with the science on which management
is based. Both historical (sometimes called classical) and contemporary
lheories are included because many of the historical theories served as
stepping-stones for the development of contemporary theories.

i

i controllin

! ersLring thrtgeriumun:e mieet The historical theories were developed during the 19th and early
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{he way tasks were performed.® Taylor

by simplifying jo-bs :’.md UP:m‘i::;fﬁ s management:
proposed four principles of s¢! + tasks, and epl
1. Conduct a scientific study of workers’ tasks:
thumb methods with improved ones: —
2. Scientifically select, train, and df"zmp ek
leaving workers to teach themse Ve R .
3. Cooperate with employees to e_nslfrales d
the scientifically developed principies: R —
4. Divide work nearly equally between managers tion.®
managers doing the planning and workers the execu

Because Taylor’s principles were intan!ied for i’rldustlf}al ad:lld f_actorﬁ
settings, some question their usefulness in today’'s serv m?_- lominate
economy. But his emphasis on systematic procedures and efficiency is as
relevant as ever.

Industrial engineers Frank
management movement. Working as consultant
studies designed to simplify work, improve productivity, and reduce
the level of effort required to perform a job safely. Frank Gilbreth's early
experiences as an apprentice bricklayer provide a good example of motion
study. After carefully observing his fellow workers on the job, Gilbreth
designed a stand for bricks so workers wouldn't have to bx.4 down to pick
up each one. Another idea was to have lower-paid workers arrange the
bricks with the best-looking side up so the higher-paid briciluyers wouldnt
have to spend time turning each brick over to find that side Taken together,
Gilbreth's improvements increased productivity from 120 to 350 bricks per
hour and from 1,000 to 2,700 bricks per day.”
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Bureaucratic Management

German sociologist Max Weber developed many of the main concepts of
bureaucratic management. He regarded with dismay the unproductive
favoritism and hiring of unqualified family members he ob 5 d in pre-
World War I Germany. Weber envisaged a system focused Sege in hpical
lines of a chain of command and control. As he conceived flc"i]::l hu':'zm
motion studies is the exercise Sf organizational control on the basis of knn?\rll-aé gxpemmmse.
the process of breaking each task Or experience. : ge,
or job Into separate motions and From Webar s perspective, bureaucratj
then eliminating those that are organizational structure established

unnecessary of repetitive the proper skills and training to perform the job eff
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bureaucracy Thus, bureaucratic management theory experience, and performance:
the exercise of mmmnrtt:': theory, which focuses on datmiﬂiﬂgr}trh?rfﬁe

mm:::: e Curiously, Weber's term bureaucracy hag
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situational leadership
the concept that successful
leadership occurs when the
leader’s style matches the
situation

nowledge to
KACT'QON work environment? If not, which ones are not valid and why?

Contempaorary Management Theories

Feedback

= As each chapter was written, it went to instructors for review and
suggestions for improvement.

Output

= The authors and consulting editor finalized the chapters and, along
with the developmental editor, checked accuracy of page proofs.

= The product was printed.

For the book to be successful, the system and all its subparts had to work
together and meet the budget, deadlines, and quality control standards.

Situational or Contingency Theories

Situational or contingency theories are generally applied to leadership
styles. Therefore, they will be briefly highlighted in this chapter and dis-
cussed in more detail in Chapter 4, “Leadership Essentials.” Situational
or contingency theories hold that, to be effective, leaders must use differ-
ent leadership styles as situations change.

Situational leadership is the concept that successful leadership occurs
when the leader’s style matches the situation. Ken Blanchard and Paul
Hersey developed one widely known model of situational leadership.

Fred Fiedler's contingency theory is similar to Blanchard and
Hersey's situational leadership theory. However, Fiedler asserts that a
leader’s performance depends, or is contingent on, the likelihood that
he or she can successfully do the job and the person’s basic motivation.
Fiedler thinks leaders must be matched with situations that fit their per-
sonalities.

A third situational leadership theory is the path-goal theory. This
theory suggests leaders can improve employee satisfaction and perfor-
mance by clarifying how workers can achieve organizational goals, clear-
ing the path to the goals (removing obstacles, for example), and adding
more and different kinds of rewards to motivate workers to attain the
goals. This theory assumes leaders can change and adapt their leader-

ship styles.!?

1. Are all of Fayol's 14 principles of management still valid in the current

2. Would applying Fayol’s principles in a small entrepreneurial organization
be different from applying them in a large, well-established company?
Explain.
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