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Lecture 3: Management Functions

................................................................. Planning FUNCLION ........coiiiiiiiees e

I. Definition of Planning:

Planning is considered the primary function of management, serving as the foundation for the execution and
success of all other managerial functions. It is a continuous intellectual process based on logic and systematic
organization, through which an organization defines its objectives and identifies the optimal means to achieve
them, taking into account the surrounding circumstances and available resources. Planning involves anticipating
the future and forecasting events in order to prepare for them—essentially, envisioning the organization’s future
and making decisions today that will benefit it in both the present and the future. Many strategic decisions are
made today precisely because they impact the long-term trajectory and fate of the organization.

The core elements of planning include:

Clear definition of objectives: Objectives are generally the reason for the organization’s existence. They
represent a desired future state that the organization strives to reach. Objectives must be specific, clearly
defined, and achievable.

Selection of appropriate means and resources: Determining the tools, methods, and resources necessary
to achieve the established objectives and how to utilize them efficiently.

Environmental analysis and forecasting: Studying the organization’s environment and predicting its
variables.

Precise temporal and spatial specification: Scheduling and locating activities accurately within the
planning process.

Importance of Planning:

Planning holds critical importance for organizations due to the following:

It provides a clear vision of the future and defines organizational objectives, facilitating the identification
of supporting activities.

It enables optimal utilization of organizational resources by aligning objectives, means, activities, and
timelines.

It fosters integration and coordination across organizational units.

It helps prioritize actions in line with needs and goals.

It allows for control over implementation issues and minimizes risks.

It ensures monitoring and evaluation of implementation, making it easier to correct deviations relative to
set objectives.

Principles of Planning:

Planning is grounded in four fundamental principles:

1.

2.

Contribution to achieving objectives: Plans must lead to the accomplishment of organizational
objectives in all their forms.

Primacy of planning: Planning is the foremost managerial function, preceding other management
activities.

Comprehensiveness: Planning encompasses all organizational activities and functions, not limited to the
planning department alone.
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4. Effectiveness: A plan is considered effective if it is implemented successfully and achieves the set
objectives at minimal cost. Effectiveness requires assessing the relationship between inputs and outputs—
that is, the resources used versus the results achieved.

V. Types of Planning:
Organizations employ various types of planning according to their objectives, which can be classified according
to several criteria:

1. Planning by Administrative Level or Scope of Impact:

o Strategic Planning: Long-term planning focused on the organization’s overall future objectives. It
addresses strategic goals while considering internal and external environmental factors and seeks to
answer questions such as: “Where are we today?”” and “Where do we want to go in the future?” Strategic
planning brings qualitative changes to the organization and is conducted by senior management. Examples
include planning a new production line or entering a new market.

e Tactical Planning: Medium-term planning (more than one year but less than five years) that serves
strategic objectives. It addresses the question: “How can we achieve these goals?” It involves defining
tasks, responsibilities, and allocating resources (financial, human, etc.), and is typically carried out by
middle management.

e Operational Planning: Short-term planning (less than one year—annual, monthly, weekly, daily) that
answers: “How should we execute the tasks outlined in tactical plans?” It specifies procedures, methods,
standards, work programs, and budgets.

Key elements of operational planning include:

o Procedures: Sequential sets of executable tasks that define the authorized methods to perform
work efficiently.

o Standards and rules: Benchmarks or reference levels used to assess performance, based on
experience, personal evaluation, or scientific methods.

o Programs: Comprehensive schedules detailing resource allocation, task assignments, timelines,
responsibilities, and obligations of all stakeholders. For instance, a production program specifies
necessary resources, technologies, equipment, personnel, production schedules, storage, and
distribution.

o Budgeting: Plans that outline financial inflows and outflows, including procurement and sales,
covering all departments and activities.

2. Planning by Function:

e Production Planning: Focuses on production-related issues such as raw material flow, workforce
management, and quality control.

e Marketing Planning: Concerns product evaluation, pricing, promotion, and distribution.

« Financial Planning: Addresses funding, expenditure, and overall financial management.

e Workforce Planning: Involves human resources needs, recruitment, training, and development.

e Procurement and Inventory Planning: Ensures appropriate purchase quantities, storage conditions, and
inventory management.

3. Planning by Time Horizon:

e Long-term planning: More than five years.
e Medium-term planning: Between one and five years.
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e Short-term planning: Less than one year.
V. Steps in the Planning Process:

1. Defining objectives: Establishing specific, clear, and achievable goals, including general and subsidiary
objectives.

2. Environmental analysis and evaluation:
o Internal environment: Assess strengths and weaknesses.
o External environment: Assess opportunities and threats.

Identifying alternatives: Develop possible plans to achieve the objectives.

4. Evaluating alternatives: Compare alternatives based on advantages and disadvantages relative to the
organization’s objectives to select the most effective and efficient option.

5. Selecting the optimal alternative (proposed plan): Develop sub-plans for all activities and processes,
including tasks, timelines, and responsible personnel.

6. Implementation and control: Assign execution responsibilities, allocate resources, and define
performance standards for monitoring and evaluation.

w

. Definition of Organization:
Organization is the process of defining the tasks and activities required to achieve the established objectives of an
organization, assigning these tasks to the relevant administrative units, distributing authority and responsibility
among the individuals working within these units, and establishing the relationships between them.

The function of organization involves two main types of activities:

e Organizational Structure Design: This includes defining the various operations, administrative
divisions, scopes of supervision, task descriptions, and ensuring the availability of qualified personnel.

o Coordination: Achieved through the use of authority by managers and its delegation to lower-level
managers and supervisors, as well as by providing the necessary communication channels to ensure the
availability of information that supports informed decision-making.

1. Principles of Organization:
Organizational principles serve as criteria for measuring the effectiveness of an organization. Organizations can
rely on general principles to improve organizational efficiency. Key principles include:

o Goal Definition: Clearly specifying the objectives, the required activities to achieve them, the number of
administrative units, their responsibilities, and the duties of personnel within them.

« Unity of Objective: Ensuring that the objectives of each part of the organization align with the overall
goal of the organization. Sub-goals should be clear, flexible, realistic, and achievable, and must contribute
to the organization’s overarching objectives.

e Division of Work: Assigning specific tasks to individuals or groups to achieve higher efficiency and
effectiveness in attaining organizational goals.

o Efficiency and Effectiveness: Achieving organizational objectives at minimal cost.

e Responsibility: Individuals must fulfill the tasks and duties assigned to them by higher authority,
regardless of personal preferences. Commitment is the foundation of responsibility.
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Delegation of Authority: Distributing the right to make decisions and act within a defined scope to
complete specific tasks, while ensuring that delegated authority is sufficient to fulfill responsibilities.
Delegation does not exempt managers from overall accountability.

Authority: The official right to make decisions, issue orders, and provide instructions to execute assigned
duties.

Balance between Authority and Responsibility: Ensuring that the scope of authority corresponds
appropriately to the magnitude and nature of assigned responsibilities.

Span of Control: The number of subordinates a manager can supervise effectively and efficiently.

Steps/Stages of Organization:

The primary steps in the organizational process include:

1.

2.

o

V.

Defining organizational objectives: To determine the types and number of functions required to achieve
organizational goals.

Identifying necessary activities: Preparing a detailed list of activities required to achieve organizational
objectives.

Grouping similar activities: Assigning related activities to a single administrative unit (e.g., production,
marketing).

Defining organizational relationships: Establishing formal relationships between personnel across
different administrative levels, vertically and horizontally, encompassing authority, responsibility,
delegation, centralization/decentralization, and span of control, and ensuring coordination through official
communication networks.

Selecting and assigning human resources: To execute the tasks of each administrative unit.

Designing the organizational structure: Represented in a chart (organizational chart), illustrating the
size of the organization, reporting relationships, span of control, number of administrative levels, and
different positions.

Preparing an organizational manual: A concise document containing the organization’s name, address,
objectives, policies, and organizational structure.

Monitoring the organizational process: Continuously assessing and making necessary adjustments in
response to new developments or changes.

Forms of Organization:

There are two primary forms of organization:

1.

V

Formal Organization: Established by the management, specifying official organizational relationships,
positions, authority, and responsibilities. It represents the rules and arrangements formalizing relationships
among employees to implement organizational policies.

Informal Organization: Arises spontaneously within the organization without a formal structure. It
consists of natural relationships that develop among individuals or workgroups during their interactions,
emerging unintentionally as a result of social interactions.

Organizational Structure:

The organizational structure provides a framework for the division of administrative units, departments, and
sections within the organization. It is typically hierarchical (pyramidal), connecting units through formal lines of
authority, facilitating the flow of orders, instructions, and guidance from higher to lower levels, and clarifying
decision-making points, authority centers, and responsibility assignments.



.................................................................................. Directing Function

Once the organization’s plans have been formulated, its structure established, and personnel employed, the next
step in the administrative process is to direct individuals towards achieving organizational goals. This
administrative function focuses on leading people through communication and motivation to perform their
assigned tasks.

Directing essentially involves several elements: defining individual duties, explaining procedures for each
task, continuous guidance and advice, encouragement, ensuring proper execution, and issuing orders and
instructions.

Tools of Directing:
The practice of directing requires several tools or sub-functions, including:

1. Leadership: Leadership is the core of directing, involving influencing and encouraging individuals to achieve
organizational goals.

2. Motivation: A managerial process aimed at stimulating employees’ drives and abilities to enhance their
performance, fulfilling both organizational objectives and personal needs. Successful management identifies
appropriate motivation methods—monetary or non-monetary—to inspire employees to accomplish required tasks.

3. Communication: The process of transmitting information, ideas, and directions from one party to another using
various channels in a continuous dynamic process.

o Internal communication flows within the organization, from management to subordinates and vice versa, via
reports, memos, suggestions, and complaints, supporting informed decision-making and effective execution.

I. Communication:

1. Definition: Derived from the Latin Communis meaning general, common, or shared. Communication is the process
of transferring information, ideas, and attitudes from one party to another through various channels in a
continuous dynamic manner.

2. Administrative Communication: This is the process of sending or exchanging information within the organization
to enable proper guidance of subordinates, provide necessary information, identify problems and complaints, and
promote coordination and collaboration among managers.

3. Obijectives of Administrative Communication:

o Inform subordinates about organizational goals.

Facilitate cooperation, coordination, and integration to achieve goals through appropriate decisions.

Track progress and identify obstacles in plan implementation.

Collect, analyze, and interpret information to improve future decisions.

Influence and modify subordinate behavior as needed.

4. Key Elements of Communication:
Addresses the questions: Who communicates? What is communicated? How is it communicated and through
which channel? What is the effect?

5. Types of Communication:

o Formal Communication: Established through the organizational structure, defining links between
administrative units, facilitating the flow of instructions, and feedback from subordinates.
= Vertical:
= Downward: From superiors to subordinates (instructions, directives, and decisions).
= Upward: From subordinates to superiors (reports, problems, suggestions).
= Horizontal: Between peers at the same level to coordinate activities.
= Diagonal (Oblique): Between managers of different units.

O O O O
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o Informal Communication: Naturally arises among employees; can be leveraged by managers as part of

regular communication channels.
6. Main Communication Channels:

o Verbal: Direct, face-to-face, via phone, or meetings—effective for immediate feedback and clarification.

o Written: Reports, notices, instructions, official memos, internal publications—suitable for complex
technical information.

o Nonverbal: Body language, facial expressions.

o Visual: Television, slides, films, photos, or diagrams.

I1. Motivation:

1. Concept: Motivation is the process of fostering positive interaction between employees and the organization to
achieve goals. It includes any act, word, or signal that encourages better behavior or sustains it. Motivation
stimulates the desire to work; capability alone is insufficient.

2. Types of Incentives:

o By Nature:

= Material: Wages, bonuses, social services.

» Non-Material: Recognition, certificates, promotions.
o By Appeal:

» Positive: Rewards for good performance (incentives, recognition, profit sharing).

» Negative: Disciplinary measures for negligence (salary reduction, withholding bonuses).
o By Recipients:

= Individual: Targeted at a specific employee.

= Group: Targeted at teams to encourage cooperation and collaboration.

3. Importance of Incentives:

o Organizational Level: Align with environmental requirements, improve organizational climate, enhance
employee loyalty.

o Group Level: Encourage enthusiasm, competition, cooperation, and skill development.

o Individual Level: Recognize achievement, fulfill needs, provide feedback, and foster responsibility.

I11. Leadership:

1. Definition: Leadership is the ability to influence others voluntarily toward achieving a common goal within a
particular context.
o Administrative Leadership: Aims to achieve organizational goals using either formal authority or
persuasion (influence). Effective leaders often combine both methods.

Key Concepts:

o Leader: Influences others without coercion and possesses vision, creativity, and the ability to inspire.

e Manager: Holds formal authority and is responsible for planning, organizing, directing, and controlling to achieve
organizational objectives.

e Administrative Leader: Has both authority and the ability to influence others.

2. Elements of Leadership:
o Leader, Group, Shared Goals, Situational Context, Influence.
3. Leadership Styles:
o Autocratic: Centralized power, minimal participation, uses fear/discipline.
o Democratic: Participatory, encourages input, promotes morale and cooperation.
o Laissez-Faire: Minimal interference, suitable for highly skilled teams.
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o Transformational: Inspires and develops followers into leaders, fosters creativity and problem-solving.

4. Leadership Theories:
o Trait Theory: Leadership depends on inherent qualities.
o Behavioral Theory: Focuses on leader behavior; Michigan & Ohio studies highlight task-oriented vs.

employee-oriented behaviors.
o Situational Theory: Leadership effectiveness depends on context, followers’ readiness, and nature of tasks.

Controlling Function

l. Definition of Control:
Control is the process of evaluating actual administrative performance against planned performance, identifying
deviations, and taking corrective action.

Control Tasks Include:

Monitoring and evaluating performance based on predefined standards.
Predicting potential deviations or obstacles.

Detecting and correcting performance deviations.

Implementing corrective measures regarding quality, quantity, timing, and cost.

I1. Control Factors and Standards:
Control can be based on:

Quantity: Compare actual output/sales/resource consumption with planned amounts.
Quality: Compare actual quality with standards.

Time: Monitor timelines and adjust deviations.

Cost: Ensure activity costs do not exceed planned budgets.

el N =

Note: Control itself has a cost, which should be managed to avoid exceeding planned costs.

I11. Importance of Administrative Control:

Anticipate deviations or deficiencies.

Ensure compliance with quality, cost, and production standards.
Ensure plans are feasible and aligned with organizational capabilities.
Evaluate managerial and employee performance.

Identify problems and interdepartmental coordination issues.

IV. Types of Control:

1. By Timing:
o Pre-Control: Before execution (prevent errors).
o Post-Control: After execution, compare with standards.
o Concurrent Control: During execution.
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2. By Source:

o Internal: Carried out within the organization.

o External: Carried out by external bodies (government audits, consumer protection).
3. By Scope: Covers all organizational activities (marketing, production, finance, HR, etc.).
4. Preventive vs. Corrective:

o Preventive: Establish rules, procedures, and training to guide behavior.

o Corrective: Adjust performance deviations to align with objectives.

V. Steps of Control:

Set performance standards.
Measure actual performance.
Identify deviations and correct them while reinforcing positives.

Provide feedback.
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