PROPOSAL SOLUTION FOR MANAGEMENT

PART A
Question 1

(a)
Management is the use of resources (physical, financial and human) to achieve and organizations goals on objectives.



 (3 Marks)

(b)
Management occurs at all levels of an organization and compromises the following:

(i) 
Planning which involves setting objective assessing the future and determining causes of action.






 (1.5 Marks)

(ii)
Organizing which involves obtaining and arranging resources needed to accomplish the plan. It also involves establishment of a suitable structure to facilitate the process.    





(1.5 Marks)

(iii)
Leading is another key element of management which is 
concerned with directing the workers efforts towards the 
achievement of the organizations goals or objectives by 
motivating and energizing them.   

(1.5 Marks)

(iv)
Controlling is the final component and is concerned and is 
concerned with ensuring what has been planned comes to 
pass through motivating measurement and remedial action.




(1.5 Marks)










(Subtotal 6 Marks)

(c)(i)
Planning means deciding in advance what you want to do how you will do it i.e.  setting objectives and determining alternatives courses   of action and the resources needed to accomplish the objective. It is the most fundamental function of management and always involves decision making.  For this reasons planning and decision making are almost synonymous.     


(2 Marks)

(ii) 
The chief benefits of planning include the following:

Improving performance
Empirical evidence shows that the organizations that engage in planning consistently perform better than those that do not.   


(1 Mark)

Focusing an objectives

As planning involves the setting of objectives these become the focus of management decision and attention there by preventing management‘s 

pre-occupation with un important issues.  



(1 Mark)

Offsetting uncertainties 

The planning process results in the production of two types of plans – primary plans and contingency plans are based on the most likely scenario while the contingency plans are based on alternative scenarios of the future.  As contingency plans are plans which can be implemented when change occurs, they help the organization to cope with uncertainties and to avoid panic.

Guiding decision making.
Plan state action s needed to accomplish objectives and those become the focus of future management decisions.  For example declining sales of products could lead to a review of the product feature or its distributions arrangements.  (1 Mark)

(Subtotal 4 Marks)

(Total 15 Marks)

Question 2

Decision making is a process of selecting one or more alternatives from several alternatives and it takes place in a number of steps as follows:

(i) Defining the problem – the first step is to acknowledge that a problem exists, establish its nature i.e.  What is the problem? How big is it?  And what are its effects etc. Unless you know the nature of the problem you are dealing with you cannot make any headway in tackling it.   You will probably be dealing with a different problem.  





(2 Marks)

(ii) Diagnosing the problem – after defining the problem the next step is to determine the causes of the problem.  In doing this it is important to distinguish between causes and symptoms and the problem itself.  Symptoms are signs that shows that something is wrong or not working well while causes are the underlying conditions that allow the problem to exist.  A problem is an obstacle to the achievement of objectives.  Sometimes a subsidiary problem exist which need to be fixed before tackling the main problem.  (2 Marks)

(iii) Generating alternative – the next step is to identify alternative solution to the problem.  The process usually employs the brainstorming approach which is collective exercise in which participants give suggestions which are not evaluated until all suggestions have been made.  

 (2 Marks)

(iv) 
Selecting a suitable alternative - After generating several alternatives, the next step is to evaluate the alternative in terms of feasibility quality risk, anticipated responses etc.  This is followed by the selection of the most suitable alternative to solve the problem. 






 (2 Marks)

(v) 
Implementation of the solution – this step involves the implementation of the chosen solution after due consideration of the implementation structure the stake of all the participants involved and making provision fro adjustments to the solution in the light of experience. 




 (2 Marks)

(vi) 
Monitoring the solution – this is the final step which is concerned with ensuring the solution is taking the organization to its intended goal or objective. it requires the generation of feedback i.e. information on the progress being made.  It involves setting standards on objectives again which performance is compared, monitoring performance and then comparing performance against standards.  In the event of a significant variation appropriate corrective action would be required which may be in the form of adjusting implementation of the solution or revisiting the entire solution.    






(2 Marks)

(Sub total = 13 marks)

2(b)
Power is defined as the ability to influence the behaviour of another person. It is an integral part of leadership as no one can exercise leader ship without power.
    (2 Marks)










(Total 15 Marks)

Question 3 A

For a management to lead effectively he/she needs power and it is derived from various sources.  The common sources are as follows:-

(i) Reward power – this refers to the ability to give something that is desired to the subordinates or not to give something that is not desired to the subordinate.  For example giving subordinates salary increase, promotion, bonus or not giving them an undesired job assignment.  




(1 Mark)

(ii) Coensive power – this is the apposite of reward power and it refers to the ability to withhold something that is desired by someone e.g.  Docking pay on alternatively giving someone something that is undesired such as an unpleasant jobs assignment.  






 (1 Mark)

(iii) Expert power – This refers to the ability to inspire others by virtue of the amount of knowledge one process.  For example a factor manager who rose through the ranks and is very familiar with all the bolts and nuts of all the factory jobs is likely to command a lot of respect among his subordinates.  
(1 Mark) 

(iv) 
Referent power – Certain individuals possess charisma on personal management which inspires others to emulate them.  Sports stans inspire children to be like them and similarly successful bosses inspire the subordinates to emulate them.   
(1 Mark)

(v) 
Legitimate power – This refers to the power that is associated with one’s position.  For example the general management of a company has power by virtue of his position to make certain decision out of the organization.  
(1 Mark)

(Sub total 5 Marks)

(b)
A person possessing reward power, coencive power and legitimate power can use an automatic leadership style on Theory X leadership.  A person possessing expert power and referent power can employ a democratic leadership style on Theory Y leadership.  






(2 Marks)
(c)
the scientific Management school which came at the turn of the last century believed in the idea that the scientific method could be applied to the work place and its management activities.  The leading proponent of the school was Fredrick W. Taylor who was an engineer.  He developed the following principles of scientific management:

- 
Develop a science for each operation instead of rules of thumb. 
     (1 Mark)

- 
Determine from the science the correct time and method for each job.   (1 Mark)

- 
Establish an organization to take all responsibility for work except that of actual job performance.  (1 Mark)

- 
Select and train the workers   (1 Mark)

- 
Management should heartily cooperate with the workers by observing the requirements of the science.





(1 Mark)

- 
To the above principles was added the need to undertake motion study by the Gilbreths.  Motion study involved determining the least number and sequence of movements required in carrying out every task. 


 (1 Mark)

Implementation of the above principles led to huge improvements in efficiency and production of the workers.  Efficient workers were able to earn more money through the piece rate pay system.  Supervisory and work methods also improved tremendously.
  (1 Mark)

However, because the work was scientifically measured, timed and rated there was no room for negotiation.  Another problem was the separation of planning and controlling form the doing of the work led to dissatisfaction and alienation among the workers.  

 









(1 Mark) 

(Total 15 Marks)

Question 4
(a)
The term motivation has several meanings.  In everyday language motivation means the reason why someone does something.  In Management motivation refers to the forces that direct one’s behaviour towards the achievement of certain goals on objectives.






(2 marks)

(b) Some theories of motivation focus on the needs people seek to fulfill at the work place.  One of those theories is Maslow Needs Hierarchy Theory.  Maslow proposes that people have a variety of needs which they bring to the workplace to fulfillment.  According to Maslow, these needs are in five groups and are arranged in a hierarchy from the bottom to the top as follows:

-
Physiological needs e.g. needs for food shelter, water, sex, clothing e.t.c which can be met by providing adequate pay and good physical working conditions.









         (1 Mark)
-
Security needs e.g. needs for freedom from physical, emotional, financial on any harm which can be met by providing pensions, insurance, medical aid, good supervision and adequate grievance procedures.


         (1 Mark)

-
Social/belonging needs e.g. need for friendship interaction with others e.t.c. which can be met by providing any arrangement s which facilitates interaction such as lunch and coffee breaks.





         (1 Mark)

-
Status on Esteem Needs e.g. needs for respect on esteem from others and self-esteem, which can be a big job title, company can, housing, spacious offices, secretary, club membership, share options e.t.c.


         (1 Mark)

-
Self- actualization needs i.e. the need to realize on fulfill one’s potential which can be met by allowing people to participate in decision making and shape their own jobs.







         (1 Mark)
Maslow suggested that people start to fulfill bottom needs before they turn to higher level ones and that once a need is satisfied it ceases to motivate, the only exception being self-actualization needs.  He claimed that only people who have achieved self-actualization are fully satisfied.







        (3 Marks)









            (Sub Total 10 Marks)

(c)
While Moslow divided the needs into five groups on levels, Henzberg divided into two groups. He identified needs on factors which cause satisfaction and called them motivations.  He also identified factors on needs which causes dissatisfaction and called them hygiene factors.  The motivating factors which were all job content included responsibility, recognition, advancement, growth and the job itself.  The hygiene on the other hand, were all job context and included job security, supervision, company policy, regulations, pay e.t.c.  According to Henzberg, lack of motivations cannot cause dissatisfaction and similarly addressing hygiene factors would not enhance motivation.       (2 Marks)

Henzberg’s motivations correspond to Maslow’s high level needs (status and self-actualization) while the hygiene’s correspond to Maslow low level needs (physiological, security and social)




         (1 Mark)










        (Total 15 Marks)

Question 5

(a)
Bureaucracy can be defined for out purposes as an organization form characterized by a set of rules and regulations.


        (2 Marks)

(b) Bureaucracy has the following main features.

(i) A continuous organization of functions bound by rules i.e. the organization is subject to a systematic set of rules.

(ii) Specialized sphere of competence i.e. there is division of labour based on specialization.

(iii) A hierarchical arrangement of offices resulting in authority flowing from the top to the bottom.

(iv) Appointment to offices and promotions are based on merit i.e. technical competence

(v) Separation of officials from ownership of the organization.

(vi) Official positions exist in their own right, job holders have no rights to a particular position.

(vii) Rules decisions and actions are formulated and recorded in writing.

             (Any 5, 1 Mark each, total 2 Marks)

(c) The controlling process has the following major steps.

(i) Set Standards

The first step is the establishment of standard of performance which can be used as a basis for determining whether organizational objectives are being met.  A standard is a target set by management to serve as a basis for evaluating performance.  As standard specify what is acceptable, without them controlling is almost impossible.  Standard need to be as specific as possible for control to be effective.  There are several quality, quantity and cost.

       






        (2 Marks)

(ii)
Monitoring performance

The second step is to monitor actual performance.  This is a continuous activity and requires development of reliable methods of measurement and determining what, how and when to measure.  The organizational objectives and the nature of the activity in question will shed light on these issues.  The main purpose of this step is to collect representation data for use in the next step.




(2 Marks)
(iii) Comparing Actual and Planned Performance

The third step is to compare actual performance with planned performance in order to determine whether significant deviations from the plan have taken place.  The action takes in this step relies on data received from the organization’s feedback network.  Control communications should be based on the management by exception principle and examples of feedback include written reports, reviews, meetings and briefing sessions.











(2 Marks)

(iv) Evaluation and Action

The outcome of the last step may lead to two alternatives in the evaluation and action step: to maintain the status quo on when performance fails to match standards to take corrective action.  When actual performance nearly matches desired performance, the status quo can be maintained i.e. no action is needed to change things.  However, when a significant deviation occurs between performance and standards corrective action should be taken.  The action may involve adjusting implementation of plans on revising the plans on standards.







(2 Marks)









(Subtotal 8 Marks)

(d)(i)
Prelimary controls are controls that are used before the commencement of the operations checking of raw materials before they are used in the production process and the selection of students on employees for enrolment, employment are examples of preliminary controls.




(1.5 Marks)

Post-action controls are carried out after completion of the operation.  Inspection of finished products is an example of post-action controls.

(ii)
Structural control is concerned with how the structure of an organization enables it to achieve its objectives, plans e.t.c.  In other words, are the parts of the organization working harmoniously to yield the desired fruits?
(1 Mark)
Strategic control is concerned with how an organizations strategies assists it to achieve its strategic choices.  This calls fro alignment of strategy with control and is especially crucial to global companies.






(1 Mark)










(Total 20 Marks)
Question 6

(a) Most organization uses four types of information systems which are briefly described below.

(i)
Transaction – processing systems.  These were the first type of information system to be used by many organizations.  A transaction processing system (IPS) is designed to handle routine, day to day transactions within the business such as payroll accounts receivable and accounts payable.


(2 Marks)

(ii)
Basic management information systems – this was the second stage in the evolution of information management. A basic management information system on information reporting system (IRS) is a system that produces predefined types of information for management decision making purposes.  The report would contain routine summary and exception information.

(2 Marks)
(iii)
Decision support systems – A decision support system (DSS) is a computer system that provides capabilities for people to generate information they need for decision making.  A DSS is more flexible than an IRS and can handle non-routine problems and decisions.





(2 Marks)

(iv)
Executive information systems – These are the latest form of information system.  An executive information system on EIS is a system designed to meet special information processing needs of top manager’s not available in conventional systems.  An EIS is usually user friendly to enable Managers who are not very conversant with computing to cope with.



(2 Marks)

(b)
The EIS is used by the top most managers in an organization.  It can be used to generate information for strategic planning and management.  All the above mentioned systems can be used to create an advantage for a business.  For example, some companies in the US have used transaction processing systems to lock-in their customers on suppliers, thereby giving them a clean advantage over rivals.  However, the EIS is the one that is likely to put a company ahead of the competition in view of the uniqueness of the information it is capable of generating.







(4 Marks)

(c)
Cultural diversity refers to the existence of differences in members of a group on an organization.  The differences may be along some dimensions such as age, gender, ethnicity challenged, single parents and gays.

(2 Marks)

(d) Cultural diversity can help and organization to gain a competitive advantage in six ways.

(i) Cost – Organizations that manage diversity successfully are able to reduce their costs by increasing productivity and reducing turnover and absenteeism in their workforce.

(ii) Resource – Organizations that manage diversity well earns a reputation as good employer who attracts talent from anywhere.

(iii) Marketing - Diversity facilities marketing efforts.  For example a diverse sales force would be better placed to obtain marketing information on customer needs in a diverse market.

(iv) Creativity – The cross fertilization of ideas promotes creativity and innovativeness in the diverse workforce.  Different perspectives that are available enable new ideas and creative solutions to be found.
(v) Problem solving – A pool of diverce information exists in a diverse organization which can be used for decision making. In a less diverse organization, the information too is less diverse.

(vi) Systems – As diversity requires organization to be flexible in managing it, the overall system ends up becoming flexible.

(1 Mark each)

      (Total 20 Marks)

Question 7

(a) (i)
Differentiation refers to the process of dividing an organization into various units such as divisions, departments or sections.   This becomes necessary when the organization grows in size and complexity for it to remain viable.  A large, complex organization is not likely to succeed if it remains monolithic.

(1 Mark)
(ii)
Integration refers to the process of co-coordinating the various parts of that organization to ensure they pursue common organizational objectives.  This prevents or reduces the chances of individual units pursuing objectives which conflict with objectives of other units in the organization.





(1 Mark)
(b) Five common methods of creating units on divisions in an organization are as follows:-

Function – the tasks in an organization can be grouped or divided on the basis of functions such as production, marketing, finance, personnel e.t.c.  This brings people carrying out similar tasks under one unit e.g. engineering.


(1 Mark)

Product - An organization with multiple products can create units on the basis of individual products on product ranges.  For example, a large automobile company can establish a small can division and a bus and truck division.  Each division is self- contained in terms of function specialization.



(1 Mark)
Geography – Organizations operating internationally can establish divisions on the basis of location e.g. region, nation or continent.  For example, British petroleum (BP) PLC whose headquarters are in the UK has a local division in Malawi and a regional divisional office in South Africa.







(1 Mark)

Divisionalised structure – Organizations can create divisional zed structures based on products or geography or both, with certain core functions reserved for headquarter.











(1 Mark)

Matrix Structures – Organizations can create structures based on a combination of line and staff structure with project base structures.  In such structures there are vertical and lateral lines of communication and authority.




(1 Mark)










(Sub total 5 Marks)

(c) The relationship between planning and controlling is a symbiotic one.  For planning to be effective, there is need for the plans to be monitored often implementation to ensure they are taking the organization towards its desired goal on objectives.

Monitoring is part of the controlling process and therefore without controlling planning is ineffective.  On the other hand, for controlling to take place there is need to establish standards which are used for evaluating performance.  The establishment of standards is based on the objectives developed in the planning cycle.  Without standards, no basis exists for comparing actual performance, making controlling almost impossible.  Therefore the relationship between the two functions is symbolic.





(4 Marks)

(d) The following factors may undermine the effectiveness of control systems.

-
Lack of flexibility – when the system is not flexible enough to accommodate change it cannot work effectively.




(1 Mark)

-
Inaccuracy – If the information used in the control system is inaccurate wrong decision will be made with obvious consequences.


(1 Mark)

-
Lack of timeliness – when information is not provided when it is needed control cannot be effective.






(1 Mark)

-
Lack of objectivity – The system is supposed to provide objective information.  A problem will arise when this is not the case.



(1 Mark)

-
Resistance to control – Employees may resist control for a number of reasons some of which are listed below.




(1 Mark)

-
Over- control – when there is too much control in the organization people may resist it.







(1 Mark)
-
Inappropriate focus – when the control system focuses on a small number of variables, this can also cause problems.



(1 Mark)

-
Reward inefficiency – Rewards should reflect performance and when this is not the case problems are bound to happen.



(1 Mark)

-
Accountability – Some people do not like being held accountable for their mistakes and therefore may resist control.



(1 Mark)










        (Total 20 Marks)

Question 8

(a) A computer based system comprises of time basic components as shown in the diagram below.  






[image: image1]










(1 Mark)

Input Medium – The first component is the input medium which is used to enter data or information into the system.  The devise can be a keyboard, scanner or another computer.











(1 Mark)

Processor or CPU – The second component is the central processing unit which receives data from the input medium for processing by organizing, sorting, manipulating or doing calculations on it.







(1 Mark)

Storage Devices – Computer systems have storage devices which store date for later use.  Examples of storage devices include floppy disks, hard disks, magnetic tapes and optical disks.









(1 Mark)
Output Medium – After the data has been processed into information by the CPU it has to be communicated to the users through an output device.  The devices include video displays (VDV’s), printers, other computers or facsimile machines.

(1 Mark)
Control System – A computer system is operated by a control system which comprise of software or other form of operating system.  Commercial software is available for different applications.







(1 Mark)










(Subtotal 6 Marks)

(b) Data are raw facts, opinions, predictions and statistics which have not been transformed into something of value to the user.  Information is data that has been processed or transformed into a form that can be used for decision making.

(2 Marks)

(c) For information to be effective it must have the following characteristics.

Relevance – i.e. the information has a bearing on the issue under consideration. (1 Mark)

Timeliness – i.e. the information is available when it is needed.

        (1 Mark)

Accuracy – I.e. the information should be correct.



        (1 Mark)
Useful – i.e. the information should be capable of being used.

        (1 mark)










    (Subtotal 4 Marks)
(d)
The newly appointed Manager should be taught about individual strategies and organizational strategies for managing diversity.  Individual strategies include understanding, empathy, tolerance and willingness to communicate.  In brief the Manager needs to understand that although people need to be treated equally in line with legislation and modern HR practice differences between people in behaviour and other aspects still remain.  The Manager should try to but himself in the shoes of the pension who is different to appreciate his/her situation i.e. empathizes with him on her.  The Manager should also be able to tolerate any aspects of the pension behaviour which cannot be changed and should be able to communicate freely on matters concerning diversity.

(4 Marks)


Organizational strategies on diversity start with organizational policies.  The organization must issue a clean policy on diversity and spell out the consequences of its violation.  Such a statement would send a clear message to staff of management’s commitment to diversity.  Organizational practices are another way of dealing with diversity.  Organizations should engage in practices that promote diversity for example providing unique benefit packages. Flexible working hours and creating diverse committees.  Diverse training is the third strategy for managing diversity.  It brings people together and helps them to understand each other appreciate their differences.  The final strategy is organization culture.  For cultural diversity to thrive the organization must adopt a culture that supports, encourages and promotes diversity.




(4 Marks)









(Total 20 Marks)

Input medium


Keyboard, scanner, other computer





Processor


CPU to organize, manipulate, sort or calculate data





Output Medium, Printer, VDU, other computers





Storage Disk or tape





Control system





                          Software on other form of operating system








