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10 OBJECTIVES

After reading this Unit you will be ableto:

understand the management concepts,

know about the management levelsand kills,

learn about the roles, tasks and responsibilitiesof the managers, Iand
understand the management functions '

1.1 INTRODUCTION

The success of a service industry like tourism depends to a large extent on efficient
management. For this, manageria skills are required along with the application of
management principles. For example, an escort managesthe tour, travel agency operations
reguire management, hotel management has emerged asa specialisationin itsdf and so on.
Hence, whichever serviceyou are providingor whatever operationsyou arelooking after, you
are a manager in your own self. However, most of the timeyou perform the functions of a
manager or apply management principlessub-consciously. Well, why not then try to
understand them?ThisUnit isan attempt to familiarise you with the concepts and principles
of managementin order to equip youwith managerial skills. The Unit startswith adiscussion
on the evolution of management thought. It goes on to define the management concept, its
key characteristics, levels, functions and managerial roles.

12 MANAGEMENT CONCEPT

The development of the concept and principles of management is relatively a modern
phenomenon. However, this does not mean that management is something very recent. In
fact, since the pre- historic times humans have managed groups, communities and
organisations.For exampleeven inthe hunting and gathering stage peopledid follow aleader
or agroup of decision makers responsible for their welfare. The evolution from simple to
complexsocietiesal sowitnessedtheemergenceof specialised organi sationsand departments
o thegoverningauthority. Whether it wasadity state, akingdom or arepublic, the need and
role of managersincreased. There is ample historical evidencein thisregard..We findthe
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attributesd a worthy king or a minister; the merchant guilds ,and trading activities; the
management of workshopsand artisansetc.

It wasin thevery recent past, say from theindustrial revolution, that the need for asystematic
approach to management started gaining importance. Application o new technology,
increasingwork force, mass productionand distribution, etc. needed effective coordination.
Y et, managementwas not recognised asa"technology". Between 1890'sand 1930's Frederic
W. Taylor and certain othersformul ated a management approach which isdescribed asthe
ScientificManagement Theory. Thefour basic principlesd Taylor's theory were:

) thedevelopmentd truescienced management,so that thebest method for performing
each task could be determined,

it) the scientificsalection of workersso that each worker would be given responsbility for
the task for which he or shewas best suited,

iii) the scientificeducationand development of theworker, and

iv) intimate, friendlycooperation between management and labour.

Taylor advocated that acompl etemental revolutionon the part of management and workers
wasrequiredfor thesuccessd theseprinciples. Infact ScientificManagement wasconcerned
withincreasingthe productivity of both, the shop aswell astheindividua worker. Soonthere
grew another theory i.e. the Classicd Organisations Theory.

Henri Fayol (1841-1925), thefounder of Classical Management School wasd theview that
"with scientific forecasting and proper methods of management, satisfactory resultsare
inevitabl€e'. He emphasised that management was not a personal talent but a skill likeany
other . Thegenera bdief had been that "managerswere born, not made: - that practiceand
experiencewould behelpful only to thosewho already had theinnatequalitiesdf amanager'.
However, Fayol was o the opinion that management could be taught once its underlying
principleswere understood and ageneral theory o management wasformul ated.

In order to develop a science of management Fayol divided business operations into six
activities

1) Technicad
2) Commercid
3 Financid
4)  Security

5  Accounting
6) Management

Further, he defined management in termsdf functionslike:

Planning,

Organising,

Coordinating,and
¢ Controlling.

Another description d management, given by Mary Parker Follet, describedit as"theart of
getting things done through people’. Meaning thereby that a manager would attempt to
achievethegodsd an organisation by arrangingfor othersto performtherequired tasksand
not by performingthese taskshimsdf or hersalf. However, it is not possibleto give any one
simple definition of management. All existing definitions keep changing because of the
changesin the environment of organisations. Without going into the complexities of the
problem let ustake a definition which has been more acceptable, i.e.: "Management is the
processof planning, organising, leadingand contr ollingtheeffor ts of or ganisationmembers
and of usingall other organisational resourcestoachievestated organisational goals'.



Y ou must note here that a processisa systematicway of doing things. Hence:

e Management is a process because the interrelated activities of planning, leading,
organisingand controllingare part of a manager's engagement.

e Managersuse al the organisational resources(like finances, equipment, information,
technology and people) to achievethe stated goals.

e Each organisation has its own stated goas and management, as a process, helpsin
enhancing the attainment of thesegoals.

Youmay liketoask aquestionherei.e. what isthescoped theapplicationd the management
process?Well theanswer isuniversal. Thisisbecausewhatever may betheleve of amanager
or the nature of the organisation, the basicfunctions d planning, organising, leading and
controlling are carried out by the manager.

13 UNDERSTANDING MANAGEMENT

George R. Terry and Stephen G. Franklin listed certain key characteristicsthat could be
useful to a new learner for understandingmanagement:

A) Managementispurposeful: Thisisbecauseit "dealswith the achievement of something
specific expressed as an objective or god." At the same time managerial successis
measured by the extent of the achievement of the stated godls.

B) Management makesthingshappen: Thisisbecause"managersfocustheir attentionand
effortson bringing about successful action." The knowledgewhereto start, what todo to
keep things moving and how to follow through, adds to their successand achievement.

C) Management isan activity: Like reading and svimming management isan activityand
not aperson or group. The performersdr thisactivity aretermed as managers, members
of management or executiveleaders. It isadigtinct activity in the sensethat:

e itcan bestudied,
e knowledge about it can be abtained, and
e <Kkillinitsapplication can beacquired.

Further they stressed that parti ci pati ngin management necessitatesgivingavay the"tendency
to perform all things yoursdf." Y ou should"get tasksaccomplished by, with, and through
theeffortsof gr oup members." Thus, management isgenerally "associatedwiththe effortsof
agroup.” Y ou should a so remember that management isan unseen forcewhose presenceis
"evidenced by theresults of itsefforts.

14 MANAGEMENT: LEVELS AND SKILLS

The term manager is generally used for one who is responsible for carrying out the
management functionsd planning, organisation, leading and controlling. A manager isalso
responsi blefor subordinatesand other organisational resources. But you must notethat there
aredifferent typesof managerswithvaried tasksand responsi bilitiesto perform. For example,
in a hotel you may have a Front OfficeManager, Restaurant Manager, 'Finance Manager,
Genera Manager and so on. Thisdemonstratesthat managerscan be classified:

1) accordingto their levels, and

2) accordingtotheranged the activitiesof an organisation.

Similarly for each level or range, certainskillsare required.

Management: Concepts and
Functions -+
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141 Levds

First Levd Managersarethosewho arein direct contact with the employeesproducing the
goods or sarvices of an organisation. They are aso known as supervisors, responsiblefor
directing the employees. However, in a service industry like tourism there may be certain
areaswhere thefirst level managersdeal with the customersinstead of employees.

Middle Levd Managersare those who direct the activitiesof the First Level Managersand
at timesof the operating employeesal so.

Top Levd Manager sareasmall group of policy makers/executives, responsiblefor theoveral
management o the organisation.

TopLevd Managers
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14.2 Range of Activities

Managersarealso classified according to thescope or ranged organisational activitiesthey
perform:

e Functional Managers are responsible for only one activity they perform in the
organisation. For example, either operations, marketing or finance. The activities and
peoplewhowork under afunctional manager are engagedin asimilar set of activities.

e Genearal Managers are individuds responsible for al the activitiesd the Unit or
Company they head.
L

The number of Functional and General Managersin an organisation may vary accordingto
the size and activitiesof the organisation.

143 Skills

Different typesd skillsarerequired at various manageria levelsand their usagea sovaries.
However, Robert L Katz hasreferred to three basic skillswhich every manager needs:

e technicd

e human, and
conceptual



Technical Skill meansthe ability of usi ng specialised knowledge, expertiseand techniquesin
aparticular area.

Human SKill meansthe capability of a manager to build cooperationwithin the team as a
leader.

Conceptual SKill is the ahility to look at the organisation as a whole. This also includes
recognising theinter-dependencedf various organisational functions.

The relative importance of these skills, according to Kartz depends on the managers
hierarchical positionin the organisation. For example, when one moves from Front leve
management to Top level management, the requirement o conceptual skillsgoes up and
technical skillsgo down (seefollowingfigures)

Human

Conceptual Conceptual Human
(1N i '
Technical
Front Level Middle Level Top Leve

Check Yaur Progress- 1

1  DefineManagement.

.................................................
.................................................
.................................................
L T T T T T

.................................................

2. What doyou understand by management levels?

................................................
..................................................
.................................................
.................................................

.................................................
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1.5 MANAGERS ROLES TASKSAND RESPONSBILITIES

When you are aspiringto be a professional manager theimmediateconcernisto understand
the roles, tasks and responsibilitiesthat you have to perform and share as a manager. Al
managers, depending on their leve or range, plan, organise, head and control. Y et, one has
to gobeyondthesegeneral functionsto haveaproper understandingdf one's job. Amanager's
primary concer nisthe organisation with which he or sheworksand hasto keep the overall
per spectivedf the organisation in mind. Heor sheisalsoresponsiblefor the performance.

15.1 Managerial Roles

A number o times various scholars have conducted studies and surveys to understand
managerial roles. The most accepted amongthese are thefindingsd Henry Mintzberg which
include:

A) Interpersonal roles: Thesearetherel ationsamanager haswith othersinsideand outside
the organisation. Theseinclude:

(

1) Figure Head : Thistakesinto account the role as symbolic head of theorganisa-
tion. For example, welcomingofficial visitorsand dutiesd alegal nature.

2) Leader : Themanager guides, directs and motivatessubordinatesandisaccount-
ablefor their actions.

3) Liaison: Themanager hasto establishlinkages, relationshipsand networks, both
insgide and outside the organi sationwhichwould be useful in achieving organisa:
tional gods.

B) Informational roles : An important aspect o the Manager's job is recaiving and
communicatinginformation. Thisfurther includes:

1)  Monitor : The manager congtantly searchesfor relevant informationinternally
aswell asoutsidethe organi sation. Thisenabl esthe manager to keep up with new
trendsand idess.

2)  Disseminator : Thetransmissionof informationreceivedfrom outsideto internal
membersand subordinatesis another role.

3) Spokesperson: A manager also speakson behaf of his/her Unit or Organisation.
C) Decison Making Roles: A manager hasfour decisionmakingroles:

1) Entrepreneur : A manager performs the role d an entrepreneur by initiating
change.

2) Digturbance handler : A manager is expected to solve problems and handle
disturbancesin the organisation.

3) Resource allocator : The resources of an organisation are aways limited. A
manager makes best use of them to achieve the stated goals and accordingly
allocatesthem.

4)  Negotiator : A manager negotiateswith bothinsidersaswell asoutsiders.

It is possible that a number ot roles may be evident in a given situation. However, the
characteristicsof an effectivemanager are the:

e ability to recognise the appropriate rolein eachsituation, and

¢ flexibility to change rolesreadily.

1.52 Tasks

Performanceis the prime thing iz a manager's role. For this the manager has to act, take
certainstepsand do certaintask. Welist heresomeof thesetasks. A manager




provides meaningful direction to the Company or Organisation,
maintainsefficiencyfor profit generation,

meetsthe chdlenge d increasing competition,

motivatesthe subordinates,

attemptsto retain talent in the Company,

inculcatesasense d loydty among the employees,

keepsin mind the interest and welfare of employeesin order to gain their confidence
and asaleader demonstrateshis/her leadership abilities,

e maintainsabaance betweendevelopingnew ideasand trand ating them into successful
business,
takesinitiativefor the upgradation of skills and constant training of the employees, and
e keepsonesdf updated oninformation.

1.53 Respongbilities

The Company in which you'work, or your ownfirmshould have a harmoniousrel ationship
with other socia segments. Thisbringsin the question d the responsibilitiesd a manager.
Herewelig someof the responsibilitieswhicha manager hes:

o |nasaviceindustry like tourism, customer satisfaction comesfirst. Hence, a manager
must be responsibletowards the customer sregarding their needs, concerns, quality o
the product, etc.,

® Incased aCompany or aFirm, amanager isa so responsibletowar dstheemployeeshy
ensuringtheir salaries, provident fund, etc.

o A manager isaso responsi bletowards the supplier swhose productsare being used by
the Company. For example, you will depend on the suppliersfor regular supplies of a
specifiedquaity and at an agreed price. In return, it isyour respongbility as a manager
to assuretimdy paymentsto the suppliers, etc.

e Smilaly, amanager isaso responsbletowardsthedistributor sand retailers in terms
d qudity, timely supplies, etc.

e Itistheresponsibility d the manager to ensurethat the operationsof thecompany are
within the legal framework i.e. the existing laws framed by the Government. This
responsibiity asoincludesthe payment d taxes, duties, etc. ontime

e Today, the manager is also responsible towar ds the society and this is a vast area of
responsibiity. For example, you should takeinto account that by the actions/operations
d your Company, the environment is not damaged or religioussentimentsare not hurt,
€etc.

1.54 Wok Patterns

As hasbeen mentioned earlier, thereare different levelsd managerswho performdifferent
tasksin their jobs. It isvery essential for you to understand the job when you are performing
managerial rolesbecause the roles, tasks and responsibilities will be related to the nature o

the levd. At the same time you should aso try to understand the pattern o manageria
working, which again may vary as per the levels, An important aspect inthe work patternis
totakeinto account the activitieswhich you as a manager will be performingon day-to-day
besis. For example, you will have to makeyous daily schedule by distributingyour tasksand
responsibilities in atimeframe. Thereare certain thingswhichyou can schedulebut thereare
stuationswhen you havetogo for unscheduled meetings or attend to telephonecdlsor face
un-anticipated problems. Many o theserequireimmediateactionwhichyou can not ignote.
Among the scheduled things, you should plan out for your next week's activitiesin advance
likeyou might keep sometimefor meetings, sometimefor interacting with your empl oyea
some time for reviewing and some time for operations etc.

Mi.lulgct: Concepts and
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16 MANAGEMENT FUNCTIONS

As mentioned earlier, Management functions include planning, organising, leading and
controlling. Oneshould not say that it isnat necessaryfor amanager to beequally concerned
about dl theseat atime. Dependingupon the nature o the job or the level of the manager,
the concern and involvement for each may vary and yet al managers haveto be concerned
with thesefunctions.

1)

3

4)

Planning is central to managing, for it is through planning only that one decidesin
advance what isto be done, when and how. There are certain steps and stages for
planning and you will read more about planningin Unit 6 of Block 2. Suffice tosay here
is that for every future activity, growth d the organisation etc., you must go in for
planning.

In management, by organising We mean grouping together of people and activitiesin
order to work for the achievement o the stated goals o the organisation, the span of
control, delegation o authority, relationship among the employees and the staffing
patternsetc. We shall discussthe detailsin Unit 7 df Block 2

Once planningisdone, thestructured theorganisation determined and therecruitment
d employees completed, the timefor you now is to meke necessary arrangementsfor
moving towards the achievement d the defined goals d the organisation and this
management function has been termed as leading. In certain casesit is dso known as
directing or actuating. Irrespectived theterms used, it is clear that this management
function involves a leading role for the manager in motivating the members d an
organisation and making them performin waysthat help in achieving the defined gods
or objectivesdf the organisation. Theroled leadingisvery crucial for “Ke manager and
for thisa manager has to be adecision-maker, motivator and trend-setter, etc.

Controlling involves measuring and correcting the performanceof the activities o
subordinatesso that the defined objectives and the plansdevised to achievethem move
in theright direction. Controllingalso requiresaplanand aclear organisation structure.
The control process is used for establishing standards, correcting deviations, if any,
measuring performanceand establishingstandards. Weshall discussthis in detail in Unit
8d Block 2

Check Your Progress - 2
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What do you understand by Managerial Roles?
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1.7 LET US SUM UP P Coneepls 2o

Managementisadistinct processd planning, organising, |eadingand controllingin order to
achieve the stated goals of an organisation. There are different levels o Managerswith a
varied ranged activities. At variousmanagerial levels, different typesd skillsare required
like technical, human and conceptual. A manager hasto perform variousrolesand also has
certaintasksand responsibilitiesto perform. Thework patternsd the managersvary as per
theirlevelsand jobrequirements.Youmust remember herethat managementisanintegrative

task takinginto account thefunctions, roles, tasksetc. in order to achievethestated goal s of
the organisation.

1.8 ANSWERSTO CHECK YOUR PROGRESSEXERCISES

Check Your Progress - 1

1)  Baseyouranswer onSec.12

2) Managersare dso classified by their levels. Read Sub-sec. 14 1 for your answer.

Check Your Progress - 2

1 A Manager has to perform different roles like decision- making, informational or
inter-personal. Read Sub-sec. 1.5 1 for your answer.

2 A Manager's jobisnot only to performthe task but he/she has certain responsibilities
aso like customer satisfaction, responsibilities towards employees etc. Base your
answer on Sub-sec. 153
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