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ABSTRACT

Management is a complex process and cut across all facets of the organisation; it relates to all activities of the organisation and is undertaken at all levels and is best seen as a process common to all other functions carried out within the organisation.  Management is therefore an integrative activity involving planning, organizing, directing, coordination, and controlling human activities and material resources geared towards achieving corporate goals and objectives. However, what is important is the manner in which the management achieves results and the effects on workers - as this may well influence organisation effectiveness and workers performance in the long term.  Management are most likely to be judged not just on their own performance, but also on the performance or results achieved by subordinates, since management involves getting things done through the coordinated efforts of other people. Thus the environment of the work organization as informed by management style and, indeed, labour-management relationship can cause tension, stress and even conflict.  It is, therefore, important to note both the effects on organizational performance and the potentially high human cost of inappropriate management style. It becomes imperative, therefore, for management to not only have and be equipped with conceptual and technical skills but also more fundamentally human or interpersonal skills.  Human skills remain a constant and high level of importance; they are critical regardless of management level of activity (strategic, tactical or operational levels) or nature of organization (private or public sector), and inevitable for management effectiveness and success
1.1 INTRODUCTION AND CONCEPTUAL EXPLORATION
Organizations are but static structure until human factor is injected into the system only then can it achieve essence, set goals and objectives; and this, indeed, is also achievable only through the coordinated efforts of the organisation members which is the task of management – to get work done through cooperation of other people.  It is by the process of management and execution of work that the activities of the organisation are carried out and objectives realize.  According to Drucker (1979), ‘management is a practice rather than a science or a profession’, so there are no precise solutions; and the ultimate test of management is achievement and business performance. Thus, management is seen here within the context of action involving people looking beyond themselves and exercising formal authority over the activities and performance of other people. 
Management, according to Mullins (1996), can therefore be seen as: 

· Taking place within a structured organizational setting

· Have prescribed roles
· Function towards achievement of goals and objectives
· Perform through the efforts of other people, and
· Use processes and procedures.
 Drucker further describes management as denoting a function (POSDCORB) as well as the people who discharge the functions; it is a social position and authority; it is also a discipline and field of study.  But management is better seen and appreciated in action through achieving tasks or objectives and involving people. That “Every achievement of management is the achievement of a manager. Every failure is a failure of a manager.  Clearly, management must always be something of an art, so far as it involves personal judgment and dealing with people. However it still requires knowledge of the fundamentals of management and competence in the application of specific skills and techniques (Mullins, 1996) 

Thus modern definition are in variant with the classic (or scientific management thinking) as they emphasis more on human interest; management is seen as a down to earth process which has practical consequences both to the organization itself and the human element therein.  As Drucker further notes, “management is a practice not a science.  It is not knowledge but performance”.  That management has to make decisions about work, people, structure and systems operational pattern. These shows management all-pervasive involvement with people and the importance of behavioural factors in organization.  Management is not only concerned with physical processes, organization structures and tasks but also deal with people and must take account of their attitudes, beliefs, values and reactions.  Prof. S Handy (in Lucy, 1991) characterized management as akin to medical practitioner who identify the symptoms, diagnose the cause, decide how to address or deal with it and commence treatment.
1.2 MANAGEMENT PROCESS AND PRINCIPLES
Management is a complex and discussive subject; it takes place in different ways and levels of the organisation. Management relates to all activities of the organization, undertaken at all levels and best seen as a process common to all other functions carried out within the organisation.  Management is therefore an integrative activity involving planning, organizing, directing, coordination, and controlling human activities and material resources.

One approach favoured to the understanding of management is to analyze the nature of management and search for common activities or functions or elements applicable to managers in all organisations. One most widely quoted analysis is that given by Henry Fayol, who analyzed the activities of industrial undertakings into six departments (departmentalization of organisation: technical, financial, commercial, etc) and managerial functions divided into five elements (to forecast or plan, to organize, to command, to coordinate and to control). This was expatiated by Luther Gullick (1937) in his analysis of the common activities and functions of manager or chief executive of any organization which he sums up in an acronym (POSDCORB).

Discussing the principles of management, Henry Fayol (1949) suggests that a well established principles must not only have universal applicability but must be flexible and adaptable to changing circumstances. He advocated 14 universal management principles:

· Division of work – to produce more and better work through specialization

· Authority and responsibility – for every responsibility there must be commensurate authority and accountability 

· Discipline – for efficient operation and respect for constituted authority

· Unity of command – subordinate should receive order from one superior 

· Unity of direction – one head and one plan and same objective

· Subordination of personal interest to general interest – supremacy corporate interest 

· Remuneration of personnel – satisfy both employee and employer

· Centralization – for effective control

· Scalar chain – relationship between ranks and files from ultimate authority to the lowest ranks

· Order – following due process 

· Equity – for equality of treatment

· Stability of tenure – for sense of security

· Initiative – source of strength and development

· Esprit de corps – to enhance harmony and unity 

However, Mayo (1949) and Brech (1975), sees management as a social process entailing responsibility for the effectiveness, economical planning and regulation of the operation of an organisation. Mayo (1949), analyzing management principles, studied the role of individuals, informal groups, inter-group relationships and formal relationships within the organization and developed the following concepts for effective management of organizations:

· That people are not only motivated by financial factors but also by a variety of social and psychological factors;

· That organisation is both social and technical/economic system

· That informal work groups have important roles in determining the attitudes and performance of individuals

· That management requires social skills (IR) as well as technical ones (professionals)

· That traditional authoritarian leadership patterns should be modified to consider psychological and social factors and be more democratic

· That participation in work organisation, planning and policy formulation is an important element in organisation

· That effective communication between the various levels in the hierarchy should be enhance for easy flow of information (top-down-up).

Other management principles include those proffered by the behaviouralists (Douglas Mcgregor Theory X and Y; Abraham Maslow Needs Hierarchy; Fredrick Herzber Two Factors Theory, etc.).  A number of these principles relate directly to or are influenced by the organisation structure in which the process of management takes place.

1.3 ROLES OF MANAGEMENT IN ORGANISATION
The manager’s job can be described more meaningfully in terms of various roles or organized sets of behaviour associated with a position. People who manage have formal authority over the unit they command and this leads to a special position of status in the organisation. Therefore, this formal authority, status and managerial activities can be seen as a set of ten roles, as identified by Mintzberg (1973):

(a) Interpersonal roles:

· Figurehead role – symbol of formality

· Leader role – responsible for staffing, motivating and guidance of subordinates

· Liaison role – horizontal relationship with individual and groups  

(b) Informational roles:
· Monitor role – seeking and receiving information

· Disseminator role – transmitting external and internal information

· Spokesperson role – authority transmitting information to people outside (i.e. BOD, government, suppliers, etc) 

(c) Decisional roles:

· Entrepreneurial role – initiate, control, explore opportunities,  problems solving and taking actions to improve organisation

· Disturbance handler role – reacting to uncertainties and taken corrective measures

· Resource allocator role – using authority to decide who gets what, when, where and how

· Negotiator role – constructive relationship with individuals, groups or organizations, 

1.4 QUALITIES OF A GOOD MANAGER
Pedler, Burgoyne and Boydell (1994) identify eleven qualities of successful managers:

(i) Command of basic facts

(ii) Relevant professional understanding

(iii) Continuing sensitivity to events

(iv) Analytical, problem-solving, decision/judgment-making skills

(v) Social skills and abilities

(vi) Emotional resilience

(vii) Proactivity – indication to respond purposefully to events

(viii) Creativity

(ix) Mental agility

(x) Balanced learning habits and skills

(xi) Self-knowledge.

Whilst Kottler (1982) also noted the characteristics of good and successful manager in organisation to include:

· Leading by enthusiastic personal example

· Taking a visible, consistent and supportive role

· Creating a climate positive to the wider corporate (not personal) objectives

· Keeping in touch through MBWA for constructive human relation

· Having sense of accountability to God and then to the organisation/society

1.5 MANAGEMENT EFFECTIVENESS AND ORGANISATIONAL PERFORMANCE
According to Mullins (1996), managerial efficiency can be distinguished from managerial effectiveness.  Efficiency is concerned with doing things right, and relates to inputs and what the manager does; Effectiveness is concerned with doing the right  things which relates to outputs of the job and what the manager actually achieves.  To be efficient, therefore, the manager must attend to the input requirements of the job (clarification of objectives, planning, organizing, directing and controlling); while to be effective, the manager must give attention to output of the job (obtaining best possible result in areas of organization, optimizing use of resources, increasing profitability and attaining corporate goals and objectives.  Hence, effectiveness must be related to the achievement of some purpose or task. 

However, what is also important is the manner in which the manager achieves results and the effects on workers - as this may well influence effectiveness and performance in the long term.  Thus, managers are most likely to be judged not just on their own performance, but also on the performance or results achieved by subordinates, since management involves getting things done through the coordinated efforts of other people. Mullins (1996), assessed manager’s effectiveness, in part, through the following factors:

· The strength of motivation and morale of staff;

· The success of their training and development; and

· The creation of an organizational environment in which staff work willingly and effectively.

Determining objective measurement of  the above may be difficult, the following indicators may enhance the measurement:

· The level of staff turnover;

· The incidence of sickness;

· Absenteeism;

· Poor time-keeping;

· Accidents at work; and

· Rate of industrial conflicts.

Notwithstanding, the above can also be influenced by broader organizational or environmental considerations, i.e. poor job security due to economic climate (which is beyond the direct control of the manager).  Yet, the problem is the extent to which these factors bear a direct relationship to the actual performance of subordinate staff.

Management is related to motivation, interpersonal behaviour and the process of communication while good leadership involves the effective process of delegation. Effective management of work groups requires an understanding of the psychological and social influences on behaviour within organization.

Whichever way effectiveness is measured, management is only likely to be effective if they adopt the most appropriate style of behaviour in the management of human organization. Therein lies the basis for effective management, efficient control, constructive engagement and collaborative efforts for mutual benefit and development.   
1.6 SUMMARY AND CONCLUSION
The changing trends in business organizations, including efficient use of human resources and coupled with advances in social democracy, have combined to place growing importance on management.  The nature of management is moving away from an emphasis on getting results by close control of the workforce towards an environment of coaching, support and empowerment   Therefore, the emphasis of management is on interpersonal relationship which manager behaviour impinges on and associated with the willingness and enthusiastic behaviour of followers.  A manager often has sufficient influence to bring about longer-term changes in people’s attitudes and to make change more acceptable; they are seen primarily as an inspirational process.

The management style has an obvious and direct effect on both the well-being of staff and their level of work performance, as the manager supervise the manner in which work, duties and responsibilities are to be undertaken.  Different styles of management may be appropriate in managing different people in different circumstances; hence, even an autocratic (structure-centred) management style may not necessarily be bad.  However, the environment of the work organization and the nature of labour-management relationship can cause tension, stress and even conflict.  It is, therefore, important to remember both the effects on organizational performance and the potentially high human cost of inappropriate management style

A positive policy of investment in people and an interpersonal relationship approach to management is, in the longer term, worth the effort.  Thus, the principle of ‘investment in people’ is based on a commitment to the benefits organizations can gain from a rigorous approach to the development of human capital resources.  The point is not to suggest that managers should in any way give up the right to manage, it is a question of ‘how they manage and how they use their authority’; and this, indeed, will determine effective management and achievement of organization objectives.
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