
TOPIC 1: MANAGERS AND MANAGEMENT 

Sub-topics:

 What is management? 

 What do managers do? 

 Why do we have managers? 

 What is democratisation? 

Revision Questions: 

1. What are some definitions of management?  

 Management -  the process of coordinating and overseeing the work activities of others so that their 

activities are completed efficiently and effectively 

 

 ‘The conventional definition of management is getting work done through people, but real 

management is developing people through work.’ (Abedi 1984) 

 

 Good management consists of showing average people how to do the work of superior people 

(Rockefeller 1920) 
 

How have these changed over time? 

Nowadays management is shared between many (divided in many levels of managers) and not just one major 

superior. For example: 

 Manager – a manager is someone who coordinates and oversees the work of other people so that 

organisational goals can be accomplished. 

 

 First-line management – managers at the lowest level of the organisation who manage the work of 

non-managerial employees who are directly involved with the production or creation of the 

organisations products. 

 

 Middle managers – managers between the first-line level and the top level of the organisation who 

manage the work of first-line management. 

 

 Top managers – managers at or near the top level of the organisation who are responsible for making 

organisation – wide decisions and establishing the goals and plans that affect the entire organisation. 

 

2. What are Fayol’s four elements of management? Give an example of each in a modern-day 

management setting. 

Fayol’s four elements of management: 

PLANNING LEADING ORGANISAING CONTROLLING 

Management function that 

involves defining goals, 

establishing strategies, 

and developing plans to 

integrate and coordinate 

activities. 

 

 

Example 

as managers engage in 

planning they: 

- Define goals 

- Establish strategies 

for achieving those 

goals 

- Develop plans to 

integrate and 

coordinate activities  

Management function that 

involves working with and 

through people to accomplish 

organisational goals. 

 

Motivating, leading and any 

other actions involved in 

dealing with people. 

 

Example 

Managers are leading when 

they: 

- Motivate subordinates 

- Help to resolve work 

group conflicts  

- Influence individuals or 

teams as they work 

- Select the most effective 

communication channels  

- Deal in any way with 

employee behaviour 

issues  

Management function that 

involves arranging and 

structuring work to 

accomplish the 

organisations goals. 

 

Determine what needs to 

be done, how it will be 

done, and who is to do it. 

 

Example  
When mangers organise 

they: 

- Determine what tasks 

are to be done 

- Who is to do them 

- How the tasks are to 

be grouped 

- Who reports to whom 

and at what level 

decisions are to be 

made 

Management function that 

involves monitoring, comparing 

and correcting work 

performance.  

 

Monitoring activities to ensure 

that they are accomplished as 

planned. 

 

Example 

to ensure that goals are being 

met and that work is being 

completed as planned, managers 

must  

- Monitor and evaluate 

performance 

- Actual performance must be 

compared with the 

previously set goals 

- If there is any significant 

deviations, it is 

management’s job to get 

work performance back on 

track. 

- Monitoring, comparing and 

correcting 



3. Why do we have managers?  

Managers are important to organisations for three reasons. 

 First, organisations need their managerial skills and abilities in uncertain, complex and chaotic times. 

 Second of all, managers are crucial to getting things done in organisations. 

 Finally, managers contribute to employee productivity and loyalty; the way employees are managed 

can affect the organisation’s financial performance and managerial ability has been shown to be 

important in creating organisational value.  

 

What did Fayol mean by the universality of management? 

- Management is these four functions universally across all areas 

 

All managers, independently of their organisational level, have to plan, organise, lead and control; however, the time 

they give to each function varies depending on whether they are first-line managers, middle manager or top managers. 

In relations to the manager’s functional area, there are some differences but also similarities in relation to managerial 

roles being performed; however, all managers have to carry out the management functions of planning, organising, 

leading and controlling within their respective organisational areas. Although there are distinctions between the 

management of profit and not-for-profit organisations, there are many commonalities in terms of what managers have 

to do in both of these types of organisations. While there are differences in degree and emphasis of both functions and 

roles, managers in both small and large organisations perform essentially the same activates. Finally, there are some 

major differences in preferred managerial practices between countries, which means that, in this area, the manager’s 

job is led universal 

  

4. Are the roles of managers described by Fayol and Mintzberg complementary or in conflict? 

Management roles: specific categories of managerial behaviour expected of and exhibited by a manager. 

Mintzberg – concluded managers perform ten different but highly interrelated roles. 

Mintzberg’s managerial roles 

Role Description Examples of identifiable activities 

INTERPERSONAL – managerial roles that involve people and other duties that are ceremonial and symbolic in 

nature. 

Figurehead Symbolic head; obliged to perform a number of 

routine duties of a legal or social nature 

Greeting visitors; signing legal 

documents 

Leader Responsible for the motivations of subordinates; 

responsible for staffing, training and associated 

duties 

Performing virtually all activities that 

involve subordinates 

liaison Maintains self-developed network of outside 

contracts and informers who provide favours and 

information 

Acknowledging mail: doing external 

board work; performing other activities 

that involve outsiders. 

INFORMATIONAL – managerial roles that involve receiving, collecting and disseminating information. 

Monitor Seeks and receives wide variety of internal and 

external information to develop thorough 

understanding of organisation and environment. 

Reading periodicals and reports; 

maintain personal contracts 

Disseminator Transmits information received from outsiders or 

from subordinates to members of the organisation 

Holding informational meetings; 

making phone calls to relay information 

Spokesperson Transmits information to outsiders on 

organisation’s plans, police, actions, results  

Holding board meetings; giving  

information 

DECISIONAL – managerial roles that revolve around making decisions 

entrepreneur Searchers organisation and its environment for 

opportunities and initiates ‘improvement projects’ 

Organising strategy and review sessions 

to develop new programs to bring about 

changes 

Disturbance handler Responsible for corrective action when 

organisation faces important, unexpected 

disturbances 

Organising strategy and review sessions 

that involve disturbances and crises 

Resource allocator Responsible for the allocation of organisational 

resources of all kinds – making or approving all 

significant organisational decisions 

Scheduling; requesting authorisation; 

performing any activity that involves 

budgeting and the programing of 

subordinates’ work 

Negotiator  Responsible for representing the organisation at 

major negotiations 

Participating in union contract 

negotiations 

 

The roles of managers described by Fayol and Mintzberg are somewhat complementary. There are many similarities 

eg. DECISIONAL and ORGANISAING 


