SOLUTIONS TO MANAGEMENT MAY 2008 EXAMINATION PAPER

SECTION A

QUESTION 1
The management process consists of four basic functions namely:

-
Planning

-
Organising

-
Leading

-
Control

The planning function refers to the process by which management set objectives and develop ways of how they will achieve those objectives.

Organizing is the process by which management obtain and arrange people together with physical resources to carry out plans and achieve organizational objectives.

Leading refers to the act of motivating or causing employees to perform certain tasks intended to achieve specific objectives.  This function also referred to as working with and through others to achieve organizational objectives.

Managerial function is that of controlling.  Controlling can be defined as the process by which actual results are compared with planned results with a view to taking corrective action if it is found out that actual results are different from planned performance.

QUESTION 2
According to Henry Mintzberg, Managers play ten different roles.  These roles are however categorized into interpersonal informational and decisional roles.  Each one of these roles can be further described as follows:-

(i) Interpersonal roles

There are three interpersonal roles which are played by Managers.  They serve as a figurehead i.e. taking visitors to luncheons or dinners, attending to some public ceremonies and the like.  They are also asked to serve as a leader i.e. hiring, training and motivating employees.  Finally Managers are also called upon to play a liaison role.  Here the Manager acts as a link between people, groups and organizations.

(ii) Information roles
The information roles played by Managers include that of monitor, disseminator and spokesman.  The role of monitor involves actively seeking information that can be of value to the organization.  The role of disseminator involves transmission of relevant information back to others in the workplace while the role of spokesman involves relaying of information to people outside the unit or outside the organization.

(iii) Decisional roles
A Manager’s decisional roles include the role entrepreneur, i.e. the voluntary initiator for change.  The second decisional role is that of disturbance handler.  A Manager is expected to manage challenging situations such as when people are on strike, there is power failure or some other disturbances.  The third decisional role is that of resource allocator.  The Manager here is expected to decide on how resources should be distributed for the company to achieve its intended objectives.  The final decisional role is that of negotiator.  In this role the Manager enters into negotiations with other groups or organizations on behalf of the company.  These could be supplies, distribution channel members or price regulators who may enter into a dialogue with the company.
Question 3
Decision making involves making a choice of the course of action to take in order to achieve organizational goals.  The choice is made after analysing several alternatives and then choosing the best out of all alternatives generated.
A number of steps are followed in order to come up with the best alternative and include the following:-

(i) Defining the problem.

This is where the Manager and others sit down and try to understand that there is a problem and try t see what causes them to think that there is a problem.  The important thing is to keep an open mind and not to jump into conclusions before everything is analysed.  Asking questions like where, how, when and with whom is it happen would help to come up with a better definition of the problem.
(ii) Look at potential causes of the problem

This is the stage at which the Manager and others try to go behind the problem and look at its potential causes.  Again, jumping into conclusions before looking at all possible causes would limit our understanding of what has really caused the problem.

(iii) Identify alternative approaches to solving the problem.  This can be achieved through a lot of information gathering on various approaches and weighing each one at a time.  The one which appears to have more advantage than the rest can then be selected on the next stage.
(iv) Select an approach to resolve the problem when selecting the best approach.  

· think of an approach which will most likely solve the problem in the long term,

· which the enterprise can realistically manage to implement given the available resources.

· Consider the risks associated with each alternative.

(v) Plan the implementation of the best alternative.  At this stage, you consider all the necessary resources required for smooth implementation.  This may call for training of staff or purchase of special machinery.  Contingency plans should also be in place to ensure a smooth change over in case the originally planned implementation process proves more challenging than previously thought.
(vi) Monitor implementation – This is where the Manager progressively collects information as implementation takes place and compares actual outcome with the expected results.  If the plan is not being followed, expected, then you consider where things went wrong and try to see if the plan can be changed.
(vii)
Verify if the problem has been resolved. – The best way to verify if the problem has been resolved or not to go back to normal operations.  Here you need to consider any changes that should be done to avoid a respect of the same problem in future.  For example, if it’s in a bank and you had a problem of a main server failing to boot up.  ICT personal may have managed to restore service after making contacts with the system manufacturer but to avoid a repeat of the same.  It would be prudent to consider having another standby server which can continue providing banking service which working on the main server.
Question 4

Two factor theory.
According to Fredrick Hertzberg, these are two dimensions to motivation namely satisfaction to no satisfaction and dissatisfaction to no dissatisfaction.

Dissatisfaction can come in due to factors which he has termed, hygiene factors.  These include poor supervision, poor working conditions, bad interpersonal relations, poor pay and security and inconsiderate company policies and administration.  When an appropriate measure of there factors is in place, employees will not be dissatisfied.  However, for people to be motivated, factors which are termed motivational factors have to be in place.  These will make employees to more from the point of having no satisfaction to having satisfaction.  The factors include providing the necessary conditions for advancement and growth, making people to assume more responsibility, recognizing people for their achievements etc.
The ban Manager can therefore motivate his/her members of staff by ensuring that both hygiene and motivational factors are made available to the people’s environment.

Question 5

The control process

Control is the regulation of organizational activities so that some targeted element of performance remains within acceptable limits.  The control process has four fundamental steps:-

(a) Establish standards

The first step in the control process is the establishment of standards against which subsequent performance will be compared.  Good control standards need to be measurable and should be consistent with organizational goals.

(b) Measure performance

The second step is measuring performance.  This is the measure of actual activity going on for control to be effective, performance measures must be valid e.g. weekly and monthly sales figures measure actual sales per week or month.  In some cases it may be difficult to precisely measure actual performance as in customer service, it is difficult to quantity the level of satisfaction enjoyed by customers.
(c) Compare performance against standard 

The third step in the control process is comparing actual and measured performance against established standards.  Actual performance may be higher than lower than or equal to the standard.  If performance is lower than or higher than expectation, management decide how much deviation from the standard to allow before taking remedial action.  For instance, a donation of (+ - 5) could be considered normal and therefore no further action will be taken.

(d) Consider corrective action

After comparing performance against standards the Manager need to decide on one of the actions to take which are: maintain the status Quo (do nothing), correct the donation or change the standard.  This depends on the Manager’s analytic and diagnostic stalls to decide.

Question 6

Managing Diversity

Cultural diversity can be described as the differences among people in societies from which organizations tap their workforce.  These differences could be due to gender, age, ethic origin or any of other several dimensions which make one person different from the other.
Cultural diversity could be a source of competitive advantage if property managed but as poses a threat of being a source of diversity- related conflicts if both individuals and organizations have failed to manage it.  Individuals can employ any other following strategies to manage diversity:-
(a) Understanding

Although people need to be traded fairly and equitably, Managers must understand that differences should be accepted.

(b) Empathy
People in organizations should try to understand the perfective of others i.e. trying to put one’s self in the other person’s shoes.  By trying to understand how they may feel about particular situations, we will be able to facilitate our abilities in trying to work together.
(c) Tolerance

This is where the Manager understands that the other person is different and there are certain behaviours that this other person will display which we do not like but must gloss over for the sake of entering that we move forward.
(d) Willingness to communicate

Problems often get magnified over diversity issues because people are afraid or otherwise unwilling to talk openly to discuss issues that relate to diversity.  Organizations can also contribute to managing diversity in a number of ways.  Some of those ways are as follows:

(a) Organizational Policies

Organizational policies may directly or indirectly articulate how people should be treated in the organization.  Another aspect of organizational policies that affects diversity is how the organization addresses and responds to problems that arise from diversity.

(b) Organizational Practices

Organizations can also manage diversity through a variety of ongoing practices and procedures.  For examples it may see it appropriate to allow Muslim employees to take a day-off on Fridays in respect of the day as their prayer day but should be made to come on Saturdays to make up for that day whilst others who came to work on a Friday will also be praying.
(c) Diversity Training

Taking employees through a diversity training programme has proved to be valuable as a means for managing diversity and minimizing its associated conflict.

(d) Organizational Culture

An organization that really wants to promote diversity must shape its culture so that it clearly underscores top management to and support of diversity in all of its forms throughout every part of the organization.

Question 7

Information Systems

Information is useful if it is accurate, timely, complete and relevant.

· Accurate information is information that is able to provide a valid and reliable reflection of reality.

· Timely information is that which is available in time for appropriate management action.

· Information that is complete which takes all matters into consideration for a proper decision to be made.

· Relevance like timeliness is defined according to the needs and circumstances of a particular Manager.  
Sources of information for decision making can be categorized into internal and external sources.

Internal sources are sources from within the organization.  There may include the following:

(a) Financial statements

Financial statements provide an insight into how the company is performing, management accounts for instance can show the business units which are making profits and those which are making looses.
(b) Staff appraised reports

These are reports produces by line supervisors regarding how employees have performed over a defined period of time.  The information gathered from such reports can aid management in deciding on promotions and rewards to members of staff.

(c) Stores Reports

Stores reports will give de……. Of materials which are fast moving into production and therefore give an insight of the products which are on high demand.  Management can then decide on selling cheaper sources of such materials with a new to cutting costs or concentrate all efforts on the production of the products from such raw materials are made in an effort of training a competitive advantage over competitors.
External sources of information for decision making could be any of the following:-
(a) Stock market information

The stock market will normally produce summaries of how shares for particular companies are fairing.  This information can be used by management to decide on whether to launch a new product which will bring confidence to the shareholders or not details of how competing companies are doing can also be read from the same reports.  This information could be used on how to counter competition.

(b) Market research

This is where the company goes out to the customers with questionnaires to find out about their feelings regarding its products and those of its competitors.

(c) Newspapers and Trade Magazines

Newspapers are another source of information about governments policies on certain types of business, the threat of new entrants could first be known about from the local press and strategies can then be formulated of how to deal with this new entrant.  Other sources could be the chamber of commerce, the Ministry of Trade and Industry, Universities on research findings and HR Issues.
Question 8

Planning

There are several reasons why planning is considered to be a vital function for every Manager.  Some of those reasons are as follows:--

(a) It affects performance

Empirical students provide evidence concerning the importance of planning in that companies that engaged in formal planning consistently outperformed those that did not.

(b) Focuses attention on objectives

Objectives serve as the focal point for organizational decisions and activities.  Once the objectives developed, the planning process involves developing methods for achieving them.

Having plans that focus on objectives help Managers prevent over involvement in less important decisions and activities.

(c) Offsetting uncertainties and anticipating problems.

Much of the planning, process involves collecting information that is used in forecasting the future.  Action plans can either be primary or contingent in future.  Primary plans are those best on management future expectations given the current state of affairs.  Contingencies plans that will be implemented should certain events occur because of these two sets of plans.  Surprises are minimised

(d) Providing guidelines for decision making 

Since plans specify actions necessary to accomplish organizational objectives they serve as the basis for decisions about future activities.
(e) Facilitating Control

Controlling involves the continual analysis and measurement of actual operations against the established standards developed during the planning process.  Control here in the safeguard that ensures that plans are properly carried out.
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