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ABSTRACT

This three-part curriculum for entiepfeneurshiyp
du ation is prirparily for postsecondary level, inciuding fourn-yzar
olleges_and adult education, but it can be adapted ror special
f*graups or vocational teacher education. The emphasis of tha eight

instructional units in Part III is operating a business. Unit A
focuses on the management process. It details various managgm;f
functions, such as planning work, organizing péap;e &ld resources
work, actuating work, and con*rmﬁllng and evaluating work. ExamplES
iliustrate ways in which the quallty of work management cah ‘"make or
break" a small business. Material is organized into three levels of
learning which progress from simple to complex coucepts: Zxposure,
Exploration, and Preparation/Adaptation. Eazch level contains
preassessment; teaching/learning objectives: substantive nformatis
(questions in margins guide the students® reading): activ;tie;,
inclading a postassessment; and a self-evaluation. Definicions of
important terus are found at the beginning of the unit: a
—bibidiography is appended. The four-page instructor's guide contairns
the teachings/learning objectives, teaching/learning delivery
suggestions, and pre/postassessment suggested responses. (YLt

%ﬂ ®
W

1 th
L&
|

UJ




CE ORE o1

O

ERIC

Aruitoxt provided by Eic:

ED199419

Research and Development Series No. 194 C-i

A PROGRAM FOR ACQUIRIMNG

MPETENCE IN ENTREPRENEUPSHIP

I
[
Ty

t for Research in Vorational Education
The Ohio State Univ tv
1

er
Columbus, Ohio 432

1

i
0

Ui DEFARTMENTOF HEALTH
EDUCATION & WELFARE
HATIONAL INSTITUTE OF

EDUCATION

THIS DOCUMENT HAS BEEN REFRO.
DUCED EXa0Tiy A% RECEIVED FROM
THE PERSON 08 OBGANIZATION ORIGIH.
ATING IT S0INTS OF vIEW OF OFINIONS
BTATED B0 HET NETEZLA%ILY REPHRE-
SENTOFFICIAL MATIGN AL INSTITUTE OF
EQUCATION POSITION OF FOLICY

o
[

r



O

ERIC .

Aruitoxt provided by Eic:

BT

THE NATIONAL CENTER MISSION STATEMENT

The National Center for Research in Vocational Education’s mission is
to increase the ability of diverse agencies, institutions, and organizations
to solve educatienal probier.: relating to individual career planning,
preparation, and progression. The National Center fuilfills its mission by:

Generating knowledge through research

Developing educational programs and products
Eweluating individual program needs and outcomes
Providing information for national planning and policy
Installing educational programs and products
Operating information systermns and services

Conducting leadership development and training programs
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FOREWORD

Traditionally vocational education has been gear
to preparing students for employment--to prepa e
Yet there is aﬁﬂth&* career path available; st
How o set up an¢ manage their own businesses. Th
entropreneurs.

Vocational education, by its very nature, is well sulred to
developing entrepreneurs. It is important that entrepreneurship
educarion be developed and incorporated as a distinct but integral

part of all vocaticnal education program areas. A Prog
Acquiring Competence in Entrepreneursnip (PACE) represents a way
to initiate further action in this direction.

The strength behind these instructional units is the interest
and involvement of vocatiocnal educators and SLZCZSSE;1 entrepranaurs
in the state of Ohio and across the nation. Special recognition 1

m’_u

extended to the project staff: LDfralﬁE T Furtado, Project Dire
and Lee Kopp, Program Associate. Appreciation is alba expres;ed
the many who reviewed and revised the drafts of the units: Ferma
Moody, Hannah Eisner, and Sandra Gurvis. We owe a special thanks to
those consultants who contributed to the content of this publication:
Carol Lee Bodeen, Louls G. Gross, Douglass Guikema, Peter G. Haines,
Philip S. Manthey, Charles S. McDowell, Mary E. McKnight, Steven R,
Miller, Barbara S. Riley, Barbara A. Rupp, Ruth Ann Snvder, Robert L.
Suttle, Florence M. Wellman and Roy H. Young.

Robert E. Taylor
Executive Director
The National Center for
rearch in Vocational Education
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A Program for Acquiring Competence in Entrepreneurship
(PACE) is a curriculum responsive to th= need for instruction
in entrepreneurship. It 1is primarily for postsecondary level,
including four yzar colleges and adult education, but it can
aiso be adapted for special groups. PACE is divided into three
parts (1) Getzl ng Ready to Become an Entrepraneur, (2) Becoming
an EHEIEﬁfe ur (establishing a business), and {3) Be'ag an

e

ExPOQUfe, Expla
ls of learning progre

m\

ur : You may find it best to work with
the exposure level of one unit and the exploration level of another
Or, you may choose to pursue one level througnout the entire series

r
You might alse want to work through two or more levels in one unit
before going on to the next unit.

e beginning a unit, discuss wich your instructor what level
of learning in that unit are most appropriate to your goals
ties. Read the unit overview and look through the pre/post
ts for the three levels to help vou in your CthCE. Alro
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of definitions you might need to look

Ap e sk a%tgngian iii the unic. o lool
they will tell you what you should be able
finish that level of learning.

As you read, ™ wi Wl

At Ehe end ol each level of learning are act
you become 1nvulvad thh the content prSEﬁEEd in
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may want to do several or you many need to do 511.
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EXPOSURE " PART III, UNIT A
WANAGING THE BUSINESS

PREASSESSMENT

Here are some questions that test for knowledge of the contents
of this 1evel; If you are very familiar with the iﬁf@rmati@ﬁ needed to
answer them, perhaps you should go to another level or unit =-- check
with your instructor. Otherwise, jot down your answers. After you've
read through this level, take the postassessment at the ernd of the
"Exposure Activities" section and measure what you've learned.
. 1. What séeps or processes are required in making business decisions?
2. Do you belie%e that piannimg is basic to business success or
failere. Why or why not?
3. What are the functions of managéme§t?
4. What is the difference between short-term and. long-term
planning?
5. How and where can an entrepreneur get the information

neaded to make informed decisions?

[
o



Part ITI, Unit A
Tt Managing the Business

TEACHING/LEARNING OBJECTIVES
» Upon completion of this level, you should be

able to:

1. Explain the role of management in @péfatiﬁg a
small business.

2. Distinguish between short-term and long-term
plagning.

3. Lisc the steps involved in making business
decisions.

4.  Explain and define management functions.




Part III, Unit A
Managing the Business

SUBSTANTIVE INFORMATION

IMPORTANCE OF DECISIONS

WHY ARE Dggisiaﬂﬁmaking is an important part of daily life.
DECISIONS For the owner/manager of a small business, the ability to
50 IMPORTANT? make decisions is vital. If business owners make good

decisions, their companies probably will be successful.
If managers make bad decisions, their companies may fail.

Before looking at how owners/managers mzke decisions,
it might be helpful to examine how most people make every-
day decisions. Supp@;e you wanted to help a friend named

“Susan decide how to get to work each day. Would you
advise Susan to make one of the following decisions:

. Buy a car

. Find a car pool

. Ride public transportation

. Walk,

What would you advise Susan to éo? If you felt you did not
have enough information to make a decision, %@u were right.
Good decisions depend on knowing everything you can about a
problem. Decisions based on ignorance are usually a
disappointment to everyone concerned.

Many people éo not explore all the alternatives avail-
able when they make a decision. As shown in Susan's case,
this can often lead to a choice between only obvious alter-
natives. To obtain enough information to make informed

3
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decisions, a decision-making process can be utilized which

will help you identify many alternatives. From these alter-

natives, you can select the best decision for you.

DECISION-MAKING PROCESS
The usual decision-making process involves five steps.

Each step is discussed below.

Identify the Problem

Before youscan make any decision, you must know what
the problem is. Whom does the problem affect? Where does
it occur? What are the circumstances? Consider Susan's
problem of getting to work. Susan lives five miles from
the factory where she works in California. Until recently,
Susan-had'been riding to work with a neighbor. Now the
neighbor is moving to aﬁaﬁher part of town and Susan must
secure transportation for herself. She does not want to
spend the cash necessary to buy, insure, and operate a
car. Neither does she find the bus schedule in her odt-
lying rasidéntial area convenient. Based on tb:s iuforma-
tion, you can now ;denzify Susaﬁ‘s problem more accurately:

she needs low-cost, dependable transportation for a, round

1
t

trip of ten miles per day to work. /

Define Alternative Saiutiog§

The next step in the decision-making process is to
identify alternatives. For our case study, we must answer
this question: '"Exactly what choices in getting to her

4
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job does Susan have?" Susan hasg several transportation

alternatives available:

1. She

2. She

could

could

could

o could

could

could

could

could

> gcould

walk or run.

buy a bicycle.

buy a motorized bike
buy a used car.

buy a new car.

take a bus.
hitchhi%a.

EaEe a taxi.

join'a car pool.

10. She could adveftise for a ride to work.
There aré still other alternatives for Susand
11. She could move to within easy walking distance
of the faétory-
12. She could look for a new job closer to her
present residence-
13. She could share her apartment with another
person who had a car and worked at thé factory.
Can you think of any other choices or alternatives?
ff so, add them.to the 1ist. 1In dccision-making, it is
important to identify as many aléernatives as possible.
Sometimes an unlikely alternaﬁive can stimulate you to

think of the perfect solution to the problem:

T e
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Gather Facts About the Alternatives

Some alternatives are better than others. Anyone

can omit the really paér choices, but it takes some study

to differentiate between the seemingly good choices. In
Susan's case, zhe Shguld attempt to find the exact cost of
each alternative, She should also consider other resources
she might need to implement the alternmatives. For example,
does she have time tc walk to and from work? kIs her current

]

apartment Jarge enough to accommodate a roormate?  These
are just a few of the things Susan will want to think about

befor=s she can make an in’>cmed decision.

Evaluate the Al‘ernatives
A workable alternative %6; one person may be a disaster
for ancthor., People are different in their likes, dislikes,
and vnines., Differences or individual values must be

congidered and thoroupghly evaluated in formulating a

solution. For evample, the alternative Susan selected is

L wsbably diflont From the one you might have chosen. .

Seasr Elaslly deciasd £o buy a motorized bicycle. This

ineyyeo oo Lo g egdatle mode of transportation could

eavily gus ner to work in ten.minutes each morning.
After wovrk, sie could pedal part of the way home and get
rhe exercise she needed to stay physically fit. It was a

perfect solution for Susan.
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PLAN OF ACTION?

HOW IMPORTANT
IS IT TO USE
A DECISION- |

-MAKING PROCESS?

Part [1I, Unit A
Managing the Business

Formulate a Plan of Action

A plan of action must be made and implemented before the

decision-making process 1s complete. just thinking about the
action you've decided upon does not make it take place. You
Tust plan exactly what to do to make your decision work.
Before Susan's plan could work, sh§ had to do some compara-
tive shopping and purchase the matcrized bicycle. Susan

had to chezk the legal requirements to determine if a title

o plan to purchase

=™
r

and 1icEﬁsé were needed. She also ha
a lock and insurance. In addition, Susan wanted

to check about a carrier or knapsack faé her purse, her
1uﬁ:ﬁ, and any other personal belongings she might wish to
take to work. Finally, she had to select the best route with
the least traffic for getting to and from :k each day.

All of these elements formed her plan of action.

Susan used the iecisiangmaking process to make an
informed decision that fit her lifestyle. There might be
times you might want to use this procedure iﬁ ycur‘péréanal
life. This GfganizEﬂ-méthcd of making decisions is
also important to an éntrépfgnéur in running the Eusiness.

MAKING BUSﬁ@ESS DECISIONS

. 1
, N P - i
. Entrepreneurs pride themselves on making good decisions.

Many ‘times they can turn to experts on their staff for help
in decision-making. 1In a small business, however, managers

must make most decisions by themselves.
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is the hardest part of decision-making. Many times what
appears to be the problem is cnly & symptom of the problen.
For example, the problem might appear to be laziress and
slow production on an assembly line, when, in facr, it
could be a personality conflict between workers and their
supervisor. Accurately defining the problem is critiecal to
making the 'right" decision.

Hast successful managers develop several alternative
solutions. Iheemore imaginative and open-minded the owners
are, the more alternative solutions they can identify.

The number of alternatives is limited only by their own
imagination. 'For example, the management of Manufacturers,
Inc. could only identify one alternative for their problem.
Their problem-WSﬁ a plant so obsolete that it could ot
compete with newer plants. Managers felt their only
alternative was to build a modern plant nearby. Car you
think of other al:ernaéives thesa'managers could have
ccnsidaied? Below are some suggestions.

. What about updating existing facilities?

. What about renting new premises?

« What ébOut consolidating with another plant?

. What about building in a new location closer

to t@e source of raw materdials?
. What about buying ready-made parts and

assembling them in the old plant?

8
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Managing the Business
.  What about changins from manufacturing into
distributing products?
These and other altEantivea could probably
have been identifisd had the managers of Manufactur-
ing, Inc. used their imaginations.
When managers gather facts and evaluate alternatives,
they must match the amount of time spent to the importance
of the problem. For instance, it does not make sense to
spend weeks gathering information on what kind of type-
writer to buy. On the otﬁéf hand, major decisions involving
large expenditures or the development of company policies
which will affect many of the company's Dperﬁéicns deserve
constderable time and study.
" Often after much study, you, as ;hg owner, will still

‘be left with more than one alternative from which to select.

may have to make an educated guess. To make educated
guesses, Qénagérs rely on their experiences. Other times
they rely on their intuition or "hunches.” They may have
a étréngungxplaiﬁgble feeling Ehat-cﬂe of the decisions is
better than the other. They selegﬁ the decision that feels
right.

. Once the decision is made, you must develop its implé;

mentation. A person responsible for carrying out the

- : decision must be chosen. You may also need to consider




WHAT IS

MANAGING?

the individual manager. In th

Part III, Unit A
Managing the Business

!“:

such factors as additional workers and supplies and

‘budgetary costs.

THE MANAGEMENT PROCESS

Although decision-making is a very important aspect of
every manager's job, his or her real job is to make things
happen so the business can achieve its goals. To accomplish
this, managers work mainly with data and people. They use
all the numbers, symbols, and other informati 1 a-ailable
to develop plans that will make the firm's work go smoothly.
Managing involves getting all the parts of the busiﬁess,
including personnel, marketing strategies, finances, and
records to Eunétién together to achieve the firm's goals.

No two days are exactly the same for managers. They
have a variety of duties to perform. Daily demands often
result in changing schedules to meet new problems. The weekly
schedule of Bob Doe on the following pages illustrates this.
Bob is the manager of a small construction company
employing a baékkegper, a draftsperson, three superéisgfs,
aﬁé“teﬁ construction workers.

No two managers have jobs that are the same. The jobs

are shaped by the type of business and the personality of

)

xample on-the next page. Joan
Schmidt owns a small gift shop that sells handmade items
on consignment. She tends the ShﬁpthESElf in the morning.

In the afternoon she employs a part-time salesperson who

10
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Monday

Teiid shop

Tidy shop

Go through mail
Invenéary

Lunch

Plan the
week

Go to bank

Call handcraft
workers

Pick up new
consignments

Order supplies

Update books

Tuesday

- Tend shop

Make craft
items

Go through mail
Lunch
Afternnon off

Give evening
talk to club

JOAN SCHMIDT'S TYPICAL WEEK

Wednesday

Tend shop

Plan new
display

Go through mail
Lunch
Bookkeeping
Correspondence
Go to bank

Pay bills

Tidy shop

Go through mail
Inventory

Lunch

Call handcraft
workers

‘Pick up new

consignments

Pick up supplies
for display
Update books
Talk with office
equipment
salesperson

Set up new display
Go through mail
Lunch

Go to bank

Design ad

for next week's
paper

ssauTsng 2113 Surleuey
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Monday

Make work
assignments
Make sales
«alls on
prospective
clients

Lunch

Visit Jok
Site 1

Visit Job
Site 2

Make/return
phone calls

Plan work
assignments

Make work

~assignments

Pick up
supplies

Visit Job
Site 3.

Lunch
Return calls

Check prints
for new job

Make work
assignments

BOB DOE'S TYPICAL WEEK

Take new prints
to state capital
for approval

Lunch

Make phone
calls
Go through
mail

Figure and
submit bid for
job

Check time
sheets

Thursday

Make work
assignments

Appt. with
subcontractor

Place material
order for new
building

Talk with
salesperson

Lunch

Visit Job
Site 3

Visit Job
Site 2

Friday

e work
assignments

Plan next
week's work

Lunch

Make materials
list for next
week and place
order with
suppliers

Go through mail
Call service
person for

copy machine

Call ad agency

Ly
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¥ 3Tup “III 3aed



,_,‘
Iy
D‘
s

3
[
je

oy
rt
o
o
Tl
[ et

I

also makes items vhen no customers are in the shop. During
afternoons, Joan does the bookkeeping and needed consign-

ment itens.

Management Functicns

WHAT ARE THE Although Joan and BDob are on very different schedulss,
FUNCTIONS OF | 7 they have many things in ccmmon:
MANAGEME?T? . Both perform a variety of duti.3 each wozk
. Bath plan, organize, and contreol the work
of people

. Both give and receive a 15t of information

for their decisions
. Both guide their compauies toward their
business goals.

The examples of Joan and Bob illustrate that, eve-
though managing each business 1s different, managers
share a common way of completing their work. Most
managers perform the same functions:

1. Planning work
2., Organlzing people and resources for work
3. Actuating work

4. Controlling and evaluating work.

lanning

WHAT DOES PLANNING Entrepreneurs must be good planners. 1If they are not,

INCLUDE? their success will probably be short-lived. When managers




WHAT DOES
ORGANIZING

TNCTIDE?

WHAT DOES
ACTUATING

INCLUDE?
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make a plan, they uet objectives or goals. Thev formulate
policies, procedu-cs, met.acds, or programs to acc mplish
these goals. Pliaps must be constantly reviewed and up-
dated. No matter how thorough, the plans themselves

do pot guarantee succegs.

In planning, managers must make both shor=—and long-
term plans. Short-te:m plans are accomplished in days or
weeks. Joan used short-term planning when she planned nnd
arranged a new display of handcrafted items. Bob used
this tvpe of planning when he checked drawings and obtained
a state permit for a building. Long-term planning is
accomplished over months or years. Joan's goal of explanding
the business and Bob's goal of grossing a million dollars
a year will call for long-term plans.

Organizing
After plans are made, t~ * ok must be organized.
'nagers must identify the people needed Lo carry out the
vlan. The equipment %o be used must also be identified.

Actuating simﬁly means putting the plan into action.

You will need to inform your employees of the plan; all
persons involved must understand their part. Actuating
also involves motivating employees to work effgéiencly

and effectively, and to want to get the job dome.

14
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INCLUDE?

HOW DOES THE
MANAGEMENT
FUNCTION

WORK?
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Part III, Unit A
Managing the Business

Entrepreneurs must control implementation of the plan
carefully once the work begins. The quality and quantity of
all results must be evaluated. If the results are satis-
factory, work can continue. If problems arises, changes
must be made and alternative plsns may have to be developed.
An entrepreneur must make adjustments in personnel, aquip

ment, policies or procedures whenever they are needed.

Below is an example of a management function:
Planning: A small midwestern tour company decides
to develop a New England tour featuring
fall colors. The tour will be marketed
to senior citizea groups. Transportation
will be via motor coach.

Organization: An itinerary is developed. Blocks of

rooms are -eserved. Motor coaches are
booked. Tour escorts and guides are
scheduled. Potential groups and partici-
pants are identified.

Tours are sold to senior citizen groups.

Payment is collected. Reservations are
confirmed.

Controlling/ The tours are conducted. Tour escorts

_Evaluating;

keep the tours running smoothly and take

e
i

™ o=
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EXPOSURE ACTIVITIES

As you have just read, management s a very important

-art of all businesses. Now that vou have learncd some

ASSESSMENT ONE
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1.

Write a job description for the position of owner/

managsr cf 2 Fozinezs in the fiald in which weoun

are interested. Be sure the job description includes

personal qualities necessary, as well as skills and
knowledge in management.

nted by a

[l

Develop a program that could be implem
local company in your field of interest. (Refer to
the New England Colors Tour example presented earlier.)
Briefly describe the program and identify the elementrs
to be Q@ﬁsid&fed in planning, organizing, actuating,
and controlling/evaluating.
The following activity is designed to be used in a
group of no more than eight persons:

A small publishing company finds overall sales
dropping drastically. A survey shows that its tra-
ditional texbook sales are haldiﬁg.steady. Texts in
spggiai interest areas are doing poorly. Sales of
éudi@fisﬁal aids such as filmstrips are marginal.
If saléé are not increased quickly, cuts in budget
and editorial and sales staffs must be made. Design a
set of eight or more alternatives available for the company
to operate profitably.
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POSTASSESSMENT

1. List and describe the process involved in making business

a2 busines='s operatien--moro impor:ant-

It
i

2. "Planning is basic
ly, to its success or failure.'" Do you agree or disagree
with this statement? Give vour reasons.

3. Name and describe the functions of management.
f=]

5. How and where can an entrepreneur get the information needed
to make informed decisions? Discuss in detail.

Compare your answers to your responses to the preassessment.

( ) Very well
( ) Fairly well
() A little
Be honest with yourself. If you feel you don't know the material
well enough, it might be helpful to review this section before going

on.

o
o
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PREASSESSMENT

25t for knowledge of the contents

\I"‘F

Here are some questions that
of this level. If you are very familiar with the information needed to

with veur instructor. Otherwise, jot down your answérsi After vyou've
read through this level, take the postassessmen: at the end of the
"Exploration Activities'" section and measure what ycu've learned.
1. What types of problems do business owners/managers
encounter?
2. What are the functions of management?

3. "Unless an owner/manager can make good decisions, the
g g

business is doomed to failure."” Do you feel that decision-
making is that important? ;f 50, what can an entrepreneur
do to become an expert in decision-making?

4. Describe the inherent rewards of being a manager/owner.

5. For each of the management functions you identified in
No. 2 above, assess your capabilities related to each

function. Where are your strengths? Weaknesses?

19
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SUBSTANTIVE INFORMATION

WHAT IS GOOD T-e little carryv-out restaurant was changing ow

MANAGEMENT? again. First it had featured tacos and other quick Mexican
foods. After a year, the ""Taco” sign came down, and in its
place, a "Pizza" sign appeared. A vear and a half passed,
and another change came about. Down came the "Plzza’ sign

ign. The new sign staved up for

[l

and up went a new "'Taco"

The answer was obvious to anvone who had

£

many years. Why?

patronized the restaurant during the three different owner-

ships. Good management had made the difference.

BUSINESS DECISION-MAKING ,

WHAT'S INVOLVED Decision-making .« the most important skill a good manager

ord to

e

fail ac o
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BUSINESS the decisicns the manager makes. It is important ¢
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DECISIONS? comfortable and competent about making decisions.
the following case:

Connie Crocker wanted to open a day care
center for children. She planned to operate
the center from 7:15 a.m. to 6:15 p.m., five
days a week. Her problem was in obtaining a
facility. She had recently discovered that
her own home would not meet federal licensing
requirements for day care centers. Yet she
did not have enough money to buy an adcquate
facility;

o - 21
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STEPS IN
DECISION-

MAKING?

HOW DO YOU
IDENTIFY

THE PROBL&zM?
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What can she do? How would vou advise Connie to solve

chase a building, hoping she iz

the best solutica? How would vou go about makin: tho

—
-
it
[
m‘
e
[
T
b
o]
J
i
=]
T
=3
b
=
(i
o
e
o
L
i
]
1y
-
Lri}
I
=
-
t—d
.
o
b |
L]
el
L
1M
w
I
o]
1

. Identify the problem

R Define alternative solutions

. Gather facts about the alternatives

Evaluate alternatives to pick the best solution

. Formulate a plan of action.

Identify the Problem

The first step 1s the most important. If Che problem
is not correctly identified, the solution will be worchl. :s.
For example, suppose Connie Crocker identified her problem
as money. Then, her entire decision-making effort would be
concentrated on finding new sources of money. Although
money is a limited resource in this situation, it is not the
cause of the problem. Connie's real problem is that she
needs a day care facilit» Tive day: - week that 1s large
enough for thirty children and meets day care licensing

standards.
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WHAT ABOUT

ALTERNATIVES?

. Abandon the day care center idea,
. Risk her savings and purchase a huilding that

. Find s business partner who has sccess o 2

suitable building.

ook for a leow rent communicy building.

-
=

Sell her home and buy a building suitable for

both a day care center and a family home,

on onto her home to accommodate

R Build an addit

b

the day care center.

Plan to operate with sixty rather than thirty

children so there will be more income to cover
building payments.
. Find out if federal grant money could be obtained

to subsidize the day care center.

(X1
W
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GATHER FACTS?

WdAT ABOUT
EVALUATING

ALTERNATIVES?
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call or two, or a trip to the 1ibr vv for

i

In Connie’

center, ishe ruled out lookiug for & partner. She visited
the library and looked at the latest census to determine

the potential number of children needing day care. Finally
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she felt she had enough information to make

Managers must evaluate the facts collected to make

the best decision. Sometimes all but two or three alter-

natives can be eliminated. Then managers must take the

m

be

t

m
L

responsibility for choosing what they feel is th
alternative. Often this choice is based on past experience

or on intuition. The best alternative for Connie's day =



WHAT ABOUT A
PLAN QF

ACTION?

WHAT ARE THE

DECISION-MAKING

SKILLS?

O
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decide who will be responsible for implementing the plan.

If equipment is needed, it must be scheduled or purchased.

and supplies are needed, they must be ordered

b

If material

i
iy

and delivered to the place of use. Connie's plan of acticn
contained many items. She needed a contract with the
church for their sunday school facility. A carpenter had

to be hired to make tlie necessary facility modifications.

Inspection for licensing had to be arranged. Books,

toys, games, cots, and other materials had to be purchased.

Children had to be recruited. Connie ot e
action detailed all of these activities. Now she could
begin to implement her decision. Soon she would be operating

her own day care center.

Decision-Making Skills

i

b

You have seen how Connie used the decision-making proce

=

to achieve her business gonal. But what about you? Do vyou

feel cor-ortable with this decision-making methed? Do you

25
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WHAT IS INVOLVED

IN MANAGING?

Part III, Unit A
Managing the Business
have any of the following decision-making skills?
. éan you analyze cause/effect relationships?
. Can you evaluate performance apart from
personality?
. Can you identify creative alternatives?
. Will you take the time to research needed
information?

. Can you figure the costs of alternatives?

il

. Can you divorce yourself from personal value
while you analyze alternative solutions?

Can you evaluate the effect different solutions
will have on the toral operation?

If you feel these questions do not Eescribé you, you may
wish to sharpen your decision-making skills. Try using

the five steps in decision-making to make personal

decisions. This method provides an effective way

a{f;gpfaviﬁgfﬁéuf-managiﬂgvabiliﬁies.

Maraging is probably the most challenging and rewardlng
job in any business. Managing requires that you be accourtable
for vour actions. Managers are held responsible for the
work of everyone they employ, for company operatione, and for
éll the decisions made. You as a manager will need to plan,
organize the work, motivate employees to carry out the tasks,
and finally evaluate the success of the plan. |

26



. WHAT ABILITIES

ARE NEEDED?

Leie sairy umee o
Does the role of managing appeal to you? Do you
have the abilities needed to be a leader? Do you enjoy
meeting business challenges? Are you able to work long, hard
hours without a "thank you" from anyone? Are you persistent
enough to make it thréﬁghbad times as well as good times?
Earlier, a successful little :afryicut-réstépranc
was described as an example of good management. But just
what does a good manager do? What makes some managers
successful while others fail? And most importantly, do you

think you have what it takes to be a good manager?

Management Abilities

Managing requires certain basic abilities. To find out
whether or not you will be a good manager, ask yourself the
following:

+. Do I like to solve problems?

. Is my ability to communicate above average?

. Are my math skills average or above?

recognize details ir words and numbers?

. Is my ability to ugdérstand diagrams, sketches,
or pilctures averége or better?

. Did I deo average or better work in school?

Perhaps you are not sure about your managerial abilities.

the "Activities' section of this level is a self-test which

27



WHAT ARE THE
MANAGEMENT

FUNCTIONS?

WHAT IS INVOLVED
IN|THE PLANNING

FUNCTION?

Part Lil, unit A
Managing the Business

may provide you with additional insight concerning your

managerial strengths.

Management Functions

The job of managing varies from business to business.
Each management position is unique because the business of
each cgmﬁany and the pgf,anaiity of each manager is
different. However, all managers of small businesses are
in charge of the same kinds of functions. These functions
include planning, organizing, actuating, controlling, and
evaluating. The management techniques used by each person

may change, but the functions are the same.

Planning

Planning takes up a large share of every manager's
time. Planning requires establishing long- and short-term
goals. Some examples of long-term plans are:

. To gross $5@§,DDD in sales this year

. To open a branch retail store

. To hire a full-time salesperson

. To add five more trucks and delivery routes.

Short-term plans must also be established. Some
examples of ghort-term plans are:

. TD-EEEGE a pcle barn

. To familiarize employees with new operating



Part III, Unit A
Managing the Business
. To raise monthly sales 5%
., To approve a floor plan for the new branch store.
Managers also make daily plans. These plans include
appointments, speeigi meetings, Ehings to check on, and

calls to make and return. A good manager prioritizes this

.
list. Then, 1f an emergency arises, the menager can quickly
drop the least necessary item from the 1ist and create time

¢

for the Fﬁergen:y! For instance, Ken Trump, managing editor
of a small publishing company, always made a daily plan.
However, he was quick té éhgnge the plan if problems warranted.

Compare the following "plan" and "actions."

Ken's Daily Plan Ken's Actions

Review notes for board meeting Checked final paste-up
Attend board meeting Attended board meeting
Lunch Ate lunch
Call: artist Asked secretary to:
bindery call artist
compositor cancel luncheon
cancel luncheon move editor appoint-
-\ ment to tOmMOrrow
Review manuscript Asked production coordi~
nator to call biundery and
compasitor
Consult with editor Continued board meéting
Call author Began to review manuscript.
29
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Part IIL, Unit A
Managing the Business
Managers often develop systems for improving their
daily planning. As th2y think of things that need to be
done, they’recgfé them at once, before forgetting. Some
managers keep a 5pééial "to do" ligti Others carry a
note pador index cards. Some scriﬁblé their thoughts down
on used envelopes, scraps of paper ﬁapkinsj or any available
paper. |
Daily, short-term, and long-term plans are all inter-
related. One is built upon the other. By accomplishing
many daily tasks, one achieves short-term goals. By
accomplishing many short-term goals, one eventually reaches
thé.iaﬁgsterm goal. The following example illustrates this

relationshin,

Long-Term - Short-Term
___Plan \ ___Plan _Daily Plan
. : Lo
| To open a : \Qevelap Ask department head 2 record
branch floor plan  features wanted
retail i
store Select Discuss wants/needs
building :
site Finalize specifications

Meet with architect
Meet with realtors

Visit possible sites
Discuss loan with loan officer
f bank

(o]
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Part III, Unit A
Managing the Business

WHAT IS INVOLVED - Organizing is as important as planning. At this stage,
IN PERFQRQTNG the plan becomes more than a detailed idea. It is trans-
.THE ORGANIZING lated into people, Equigﬁént, supplies, and other needed
FUNCIIéﬁ? resources. You will select the people who will actually
do the work. 1If equipment is needed to implement thé plan,
you will make sure it is available. When everything is
ready, the organlzation phase cf managing is completed.
Actuating
WHAT DOES © Actuating is getting the job done. Communications
ACTUATING with employees are critical to the success of every project.
INVOLVE? ' Therefore, employees must understand their part in the firm's work.
‘Actuating also means motivating employees to want to do

their work assignments. Looking ahead to solve problems

before they develop is anot - part of the actuating function.

Controlling/Evaluat’
WHAT DO Controlling and evaluating are also important management

CONTROLLING functions. In businesses employing a number of people,

AND entrepreneurs may use a system of reporting to help control

EVALUATING work. Employee reports may be written or oral. In a

INVOLVE? small business, oral reports are probably sufficient.
Evaluating is assessing the success of the project. Finding
the strong and - .. ints of a completed project helps

the company improve operations in the future.

31
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DO THE MANAGEMENT |
FUNCTIONS OCCUR

AT DIFFERENT TIMES?

Part III, Unit A
Managing the Business

Unfortunately, a manager's

as the preceding examples

indicate.

work is not as clear-cut

Each day, a manager

deals with many different projects at different stages -

o

A manager may be planning

and supervising two more in progress.

informal.

ne project,

organizing ancther,

Often evaluation is

Even though the manager may supervise and direct

a number of jobs at various stages at once, each project

in itself follows the management pattern closely.

and then controlled and evaluated.

That is,

~~“f{rst each project is planned, then organized, then actuated,’

Below is an example of

how managers actually perform these functions.

_Sample Manager's Day

Study supervisors' reports
on all projects

Meet with Miss Jones to dis-
cuss initial plans for
Formbe project

Lunch with Mr. Tyler to final-
ize purchase of new equip-
ment for Greg project

Staff meeting

Hold open house to launch
new sales promotion

Make plans for tomorrow

Interpretation of Function

Controlling/Evaluating

Planning

Organizing

Controlling/Evaluating

Actuating

Planning.

32



Part III, Unit A
Managing the Business

Are you capable of dealing with many projects during
each déy? Can véu remember details from one project while
you mentally ''change gears" and concentrate on sciving problems
in another project? Can you listen cal%ly to a person who
interrupts your work on one pr@je;; to report a serious
snag in another project? Or do you react to such pressures by:

. Becoming nervous and irritable?

. Criticizing the person presenting the project

so he or she will go away and not bother you?
. Forgetting project details and responsibilities?
. Concentrating so hard on one project that you

an't recognize when another needs some of your time?

']

If you exhibit these symptoms when working on a tight
schedule ﬁith more than one project, you will need to
evaluate and pinpoint those areas which you can improve.
You wiil also probably like doing some management
funztions more than éﬁhéIS{ and will probably perform
certain tasks better than others. Therefore, you will
need to develop expertise in your "weak'' areas or seek
managerial assistance. It is easy to get professional

help to improve your managing skills.

33

13



Part III, Unit A
Managing the Business

. EXPLORATION ACTIVITIES

Will you be able to put the management functions into
pra§§ige? The following activities will help you exper-
ience some "real' management situations to give you an
opportunity to utilize what you have learned. After
completing the activities, do a self-evaluation to check

your understanding of the material.

SSESSMENT ONE

ARE YOU THE MANAGEMENT TYPE?
Review this checklist. Mark the boxes that describe yaug'

] You make things happen. Once you know what should

o

be 1=1aiz;1’=u21=11ng,i you put all your efforts int getting
the job done. You have probably heard that there
are three kinds of people: 'People who maké things
happen; pecplé who watch things happen; and those
who don't know what has happened." You are the
first kind.

You concentrate on managing, not doing. When you

O

manage the firm, your employees will be the "doers."
You will strive to identify problems before they

happen. You have made it your goal to work

smarter, not harder.




Part III, Unit A
Managing the Business
\
\

| You are yourse

=

f. You don't try to be Mr. or Ms.

Nice. You concentirate on your work, not on winning

]
rt

" a popularity contest, You know that no matter what

you do, there will be some people who think you're
. great and some who don't.\ You are pleasant but

you get on with the business of managing.

(] You strive for results. The

Ercgrams and procedures

you plan produce results. You'don't get bogged

" down in trends and "red tape." You strive for an
organization in which responsibility and results

are clearly understood.

Ll

O ggg,tra;nqug;‘employees, You want your busines

to grow, so you intend on developing and training
subordinates to do part of your job. Therefore,
you plan to turn over some of your . it .ty to
others. You do not feel you are the only one who
can do zhe job right.

How did you do? Did this checklist describe you? Are

you the management type?

ASSESSMENT THO

1. Write a three-page éutabiagraphy highlithting at least
two instances in which you did or did not show capa-
bilities for being a manager. You may choose examples
from things that happened at home, at work, in school,

or in community work.




Part TITI, Unit A
Managing the Business
Interview a small business owner/manager.
Ask the manager to explain a problem that her or his
business encountered and the process used to solve that
problem. Compare and contrast the decision-making
process used by the owner na~er to the one - ‘nted
in this unit.
Contact a manager from a local small business to meet
with your group. Ask the manager to describe the
rewards and problems that may be faced in a typical
week. If meeting with the group isn't pos:<™l1e,
arrange for someone to g~ t, terview the manc_er.
If the manager permits, the intervinsw 5! 1 be

recorded cn ape.

must be done in order to start your business.

(For example: make work assignments, check reports,
take clients to lunch, etc.) Circle the activities
you feel would be rewarding to you. Underline the
activities that you find agreeable. The activities
fEmaining are the ones that you find disagreeable or

trnublea%me. If most of the activities are circled

or underlined, you should enjoy managing.
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= Part III, Uﬂit A
Managing the Business

5. Divide the class into groups. Each member of your
group should write a hypothetical case study de-
scribing a business, and a problem the business
faces. Each person should also identify two
possible zlternative solutions to the business's
problem. Then you should share your case study
with the other group members. Each group should

choose one case study to work on together,

L1

examine the selected case study, and brainstorm
as many different alternatives as possible. On
paper, work through each step of the decision-
making process to solve your group's case study.
The group will discuss its solution and the

decision-making methods used with the rest

of the elass.

POSTASSESSMENT

1. Deszribe the types of problems business owners/managers
can expect.

2. Identify the four.functions of management and clearly
describ.: ich function.

3. "Unless an owner/manager can made good decisions, the
buéiness is doomed to failure." Discuss this state=
ment. -Is decision-making that important? If so,
what can an éntrepfeﬁeur do to become an expert in
decision-making?

37
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Part III, Unit A
Managing the Business

4. Explain the inherent rewards of being a manager/owner.

No. 2 above, assess your capabilities relaced to each
function. Where are your strengths? Weaknesses?
Compare your answers to your responses to the preagsessment.

You may want to check your postassessment answers with your

instructor.

SELF-EVALUATION
How well did you know the information needed to do
the activities: ‘
( ) Very well
(¢ ) Fairly well

( ) A little.

\ |
' Be honest with yourself. If you feel you don't know

 the material well enough, it might be helpful to review

%

this section before going on.
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PREPARAT 10N/ PART I11, UNIT A
ADAPTATION MANAGING THE BUSINESS

EASSESSMENT

Here are some ques. a4t test for knowledge L Lhe coaiants

=

of this level. 1If you are very familiar with the informaticn nsaded to
answer them, perhaps you should ge to another level or unit -- check

with vour instructor. Otherwise, jot down vour arzwars. Afrer vou'vs
read through this level, take the postassesssment at the end of the
"Preparation/Adaptation Activities’ section and measure what you've

learned.

1. Whéﬁ are the characteristics of a successful manager?
2. What are the steps usually followed in making decisions?
3. -Apply the steps discussed In No. 2 above to the following
situation:
Two types of desks, standard and executive, can
be pfqducéd by the Okev Company. The profit yield on the
standard désk is $20.00 in contrast to that of $50.00 on

the executive desk. The company can produce a maximum

[}

of 600 desks a month because of the wize of the facilities.
Problem: Which of the desks should be produced? Should
a ;Dmbinatian be pfgduceﬁ?

4. Describe the importance of leadership by owners/managers
and describe a leadership style.

5. What items would be included in a master plan?

39
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Part III, Unit A
Managing the Business

TEACRING/LEARNING CBJECTIVE>

Upon completion of tli's level you should be able to:

[’
-

(3]

Explain the management role and yc.r perceived

jut
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and
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' = =1
< Erau;ﬁtlx

]

f

Use a logical decision-making process to make
bu=siness decisions.

Idenri®+~ and explain basic managing skills in
planning, organizing, actuating, and cortrolling.
Outline a management style you believe might be
successful for you 1n a smaly business.

Identify the characteristics of a successful

manager.
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JOW IMPORTANT ARE
THE MANAGEMERNT

FUNCTIONS FOR

BUSINESS SUCCESS?

DO GCOD MANAGERS
POSSESS SPECIAL

SKILLS?

Unit A

1
ng the Business

SUBSTAMTIVE INFORMATION

ey

HARACTERISTICS OF MANAGERS

Jsou have a dream of cwning and operating your own
business. Others have zlso dreamed of becoming entrepre-
neurs. The dream has hecome a reality for some, but nu

ail. Tf you could =it down and talk with these "drecmers
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vou would probably find that each h

F- i 571 T e m e e s L T B
railur all, howszver, would most likely agiss

1M
jl

and
these statements:

Almost all of their successes could be attributed
directly or indirectly to good management practices.
Almost all of their failures could be attributed
directly or indirectly t: & breakdown or over-

sight in managing.

To help you develop your understanding of management, you

will need to become familiar with the decision-mzking process,

1=

management functions, and leadershin ckills. These are the
rery basic tools of mranaging. If you use these tools
wisely and are willing to work hard, you will probably make

your dream of owning a small business a reality.

Successful Managers

Just what 1is it that a manager does which is so vital
to success? Simply stated, the manager's primary task is

-0 plan and te direct the work of others in a way that allows

fa

the business to reach its goals. In order to do this,
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managers go through the steps of planning, organizing, actua=
ting, controlling, and evaluating. For each of these steps,
managers must make many decisicns. Skill in decision-

making is often the factor which makes the difference between
a manager's success or failure,

Managers who operate small businesses often have

several common characteristics, which include the following:

1. Successful managers make things happen. They do

not sit around, hiding behind an impressive door,
hoping the work will get done. They take an active
role in making sure that work is going according

to schedule. If things a-en't going well, they

must immediately take steps to correct the situation.

2. Successful managers concentrate om managing, not doing.

Theéy try to work smarter, not harder, and put all
their efforts into directing and shaping events.
Instead of actually doing the work, they manage
others in doing the work.

3. Successful managers act naturally. They don't

waste time and energy worrying about what people

think of t! .m. They concentrate on doing the job

e

ef fectively, not on winning a popularity contest.
They are themselves and realize that if they do
a good job of managing, they will win the respect

of most people.
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Successful managers sirive for results. Ther don't

o

get hung up on tradition or old ways of doing things

ii

just because "we always did it thar way.

LWy
T

uccessful managers work through the organization.

They train subordinates to do part of their work.

Of course, it's hard for anyone to turn importanc

M

work over to people thev fe. are not as competent

their own incompetence, caused by too heavy a
"workload, will damage the organization. Careful
selectlon and training of subordinates will result
in everitual accomplisbment of the work in a manner

as well as, or even better than, the manager.
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WHAT DO POOR Managers who fail also share some characteristics in
Méli;AGEES Do common which include the f@ll@Wing:

WEONG? 1. They waste time. These managers do not necessarily

daydream or twiddie their thumbs, but they spend
a lot of time doing things that are not really
necessary.

2. They avoid certain duties. Some managing activities

are more interesting or more pleasant than others.
For example, collecting a past-due bill or firing
an inefficient employee are unpleasant realities

a manager must face. Inefficient managers may put

43

O

ERIC 59

Aruitoxt provided by Eic:



HOW IMPORTANT
ARE BUSINESS

DECISIONS?

ERIC

Aruitoxt provided by Eic:

ics apply to you? If you share the success

o
=
o
'1
o
L
L
KT
2]
i
w
M"l’

ics, be encouraged. But =ake note of any

[y
j=n
]
"~
[
]
-
I
]
s
]
re

lan to correct them

=y
jakt
e
i
=
Ln
m
el
=
)
[
o
')
[as
m
Ly
e
i
rr
H
e
1
(=
g
=

Iy
=

[
(v

=

m

B

rr

I

\uw-W
[

e
e
ot
s
b
Y

et
o

E

e
i
P

i)
(.
ln s
=
[

rt
|
o}
=]
g
e
H
I
-
L
i
a]
=
H
ia
m
oy

J]
[+
[y}
o
3
L
a
]
ol
l*]
£
]
=g
i
Fu
s
o
L]
[
2
"
I
-
1
(=
¥
[
=
ET
1m
L
1

. Home Help Unlimited. This small organization pro-

vided the services of maintenance, yvard work, cleaning,

problems. Her six part-time employees were unhappy
because they were often asked to work during those

hours that they wished to be home. Her customers
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were unhappy because the workers did zmet arriv

to do the work at the time the customers requested.

only complaint.
Can you identifv the real problem and t:e sclution?

st experienced managers would not 4attempt to solve

:“i

Casan ra's problem with this limited amount of
Besides needing wore information, they would also ifclliow &
logical decision-making process to select the best solution.
Use of this process ensures that a number of possible solu-
tions are identified and that only the best ounes are con-
sidered for final selection. A logical decisica-making

process is based on these steps

Identify the problem

. Define alternative solutions
. Gather facte about the alternatives
. Evaluate alternatives to select the best one

- Formulate a plan of action.
Using the above steps, Casandra first proceeded to

identifjiﬁhg”ggtual,p;g;;gg, Although it souads

easy, it is really the most difficult and crucial
step. If the problem is not correctly ilentified,

he entire decision-making process will be worthless.

rn

Often what appears to be the problem is only a symp-

tom of the real problem. In Casandra's case, the
45



problem might appear to b2 unccopsrative snplovees, demand-

‘Lﬂ\
V"_[w

ing ¢ mer

It is best to brainstorm for all the possible alternatives

Later, the poor ideas can be discarded. Often the solu-
tion is a combiuation of alternatives. For example, a poor

one good feature which may be combined

m

alternative may offe
gith another alternative. Cazandra came up with all the
following alternatives:

. Continue on '"as is"

. Don't offer twelve-hour service--limit service

hours to 8 a.m. to 4 p.m.

. Hire more part-time employeas
. Hire only part-time employees who will be

flexible in their work hours

. Design a new work assignment syst
. Only accept service requests that can be done
during the hours employees want to work.
Y .
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alternatives will limit the choices available. The solution

[
[ii]
h—w
"<
]
1
]
o
o
a8
s
]
rr
o
K
L
[
]
ry
o
‘m‘
rw
"—l
<
I
i

needed for each alternative she considered First, she

analyzed the frequency of requests for work for each hour
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ferred to work. She went to the library and studied the

different svstems for organizing work. ral=ed with

if any of their systems
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managers of other busine
would work in her operation. She even considered hiring a
management consultant tc help with the problem.

Next, Casandra evaluated the alternatives to choose

the best one. This step requires careful thought. Each

solution mus: be considered for its chance of success, and
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for the effect it will have
times no single alternative is "best," and the alter-
natives can be narrowed down to two or three. Casandra
narrowed her alternatives to two:

. Design a new work assignment system

for)

ire more part-time employees.
She combined these to form one broad solution.
Casandra decided that her new work assignment system would be

based on three four-hour shifts. Employees would indicate

the shifts they would be able to work. Additional employees
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would be hired to f£ill ocut the remaining shifcs. The new
g

work svstem ard increased number of part-time emplioyees

e
[l
]

it

would allow employees to be callad for work only duri

[

scheduled hours. By having emplovees scheduled for each
shift, customers could have service at the time they desired.

Next, Casandra devel ped a plan of action. She planned

to ask present employees to select those shifts thev would
be available for work. She decided to advertise for new
emnloyees to fill vacant shifts. Casandra knew ner pian

of action was complete beczuse it contained all the items

She studied it carefully, evaluating it to make sure each
aspect of the plan would work. She was then ready to put her

decision into acticn.

The core of a manager’s job is built around the
prnééss of planning, organizing, actuating, and controlling/
evaluating. The functions are so interrelated it is
difficult to separate them. For example, while planning a
project, you are also considering how to organize, actuate,
control, and evaluate it. For purposes here, however, each

function will be examined individually. Mastering these

funntions is vitally important in becoming a successful

manager.

o~
LY
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Managing
Planning
WHAT'S INVOLVED Planning can take place at many different leveis. For
IN THE PLANRING example, there 1s the master plan or long-term plan, ths
FUKCTION? short-term plan, special events planning, an’ :risis planning
The manager is responsible for planning at =ll leve.s
Levels of Planning
WHAT I5 A The wost important plan for any business is "he master
MASTER PLAN? or long-term plan. This plan, preparad bv the mauager and
N z

or objectives.

iy

responsible employees. sets the firm's goal
To be effective at master planning, the manager should
possess certain characteristics. The manager:

. Must be able to see the situation as a whole

Must be capable of dividing the whole into

workable parts
. Must be objective and analvtical
. Must be able to work with the unknown

. Must be able to avecid getting mired in details.

Master planning is usually very comprehensive. Once
the goals and objectives are astablished, plans must be
formalized for them. Most master plans include goals or

objectives in each of the following areas:

49
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Finance Credit

Personnel

Advertising
4ccounting

Production

iness advan-

[}

A formalized mast-r plan promises many bu

tages. Most important, the plan helps the company grow in
the direction you intend it teo grow, since the plan outlines

the general action to be taken to reach

i

-he goals set.
Of cours:, as you develop these goals, you must take stock

its strengths and weaknesses, and

o

of where your company is
the changes needed to get the firm where you want it to be.

While doing this, you can get a good idea of future needs,

M

Master plans help "put together all the pieces" of the
business puzzle.
After the master or long-term plans are prepared,

short-term plans may be made. Short-term plans are the

gcals which must be accomplished in order to achieve the
master plan. Short-term plans are based on the master plan.

Usually these goals are accomplished in days, weeks, or

iy

months, while the long~term plan may require several

m--ths or a year or more.
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NNING?

Short-term pleuning is essential

small business. Through short=term
deal with problems that cculd not be
master plan was set. They can try =

immediate feedback to see how plans

2w al
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b= ki Pl o Do bd bl ki B - = = doad

Special event planning is guite similar oo

»>f planning, except that it d not relate to

T Ui o2
g e buslh

become so important tha:z it disturbs other necessary busi-

ness activities.

Gocd planning techniques should eliminate dailyv or

beca]
o

weekly crises.

ven with good planning, however, vou will

g
1

1.

have tc do some crisis planning to handle a crisis situation.

When a crisis decision does have to be made, the

following guidelines might help:

nto a relaxed state of

HL

- Get

L
L]

ocu

T

mind

on the logical outcemes of different

solutions, not on all eventualities

Don't put off making the decision

Act decisively once you reach a decision

Don't be afraid of failure.

occasional methods of planning.
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{3 not available, the manager may bhave to organize a re-
3 KA wvanted to know

. Analvze all checks nollected to know location
of customer's bank

Data cathered could be numerically summarized by graphs

ar percentage charts. This study would give the information

-he manager wants: the residence area of the customers.
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- - : part TTI, Unit A
s ' Managing the Business

WHAT IS5 INVOLVED Ofgéniging is exactly what it denotes--organizing the business.

IN ORGANIZING? so it operates effectively and efficiently towards achieving the

i firm's goals. It involves setting up a structure that will give
order to the tasks a business must ccnduct to achieve the firm's
objectives. The organizing function is required to define, group,
and assign responsibility to others. The workload must be spread
_among employees. Organizing the work of a small business is a
necessity if personnel, equipment, and supplies are to be in the
right place at the right time. To organize work well, you must
group tasks to be done into individual jobs. You must also define

G

how oné job relates to another.

Ferms of Organization

HOW MANY FORMS ~ The size of your business will probably dictace the type of

CAN AN ORGAN- organizational form you -hoose. Most small businesses begin at

IZATION TAKE? the direct supervision stage. At this ®stage, thé owner/manager
difectlyvsupervgses all the york dcne)by 25=30 employees. As
a company grows, it will probably become impossible for an owner/
manager to supervise all employees directly. The owner/manager
will have to delegate the resﬁansibility of supervision to
caﬁable employees who become managers. 5Stage ﬁwa is the super-
vised supervisors' stage. In this stage, an owner manages 4

\%_é

number of supervisors who, in turn, direct the work of 30 to about

! =
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Managing the Busine:s

200 employees. Very often, the indirect control stage is

reached when a company has between 250 - 300 employees.
At this point, the owner manages supervisors who, in turn,
work with middle management persons who direct employees.
At this stage, the>cperatian has three levels. The organi-
zation has now become large enough tv have a vice-president
of sales, a vice-president of production, a vice-president
of industrial relatiens, etc.

When.a company beg&ns to reach the size of 1,000 em~

'playees, it often moves into the divisional organization

stage. Work is organized around different product lires

or servigesignd location of operations, or even management
functions for the various prnduct lines or services, with a
vice-president in charge of making and selling each separate
preﬁuﬂt line or service. Often, by this time, a company

has become a large operation and probably a conglomerate—
certainly no longer a small business.

Efficient Organization

"éRE THERE WAYS The following guidelines will help you as your organize
TO ORGANIZE the work in your businass.
EFFECTIVELY? . Organize work into jobs based on corporate goals
. Place one boss at the top
. Define authority clearly

. Advocate decislon-making at the lowest possible level
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Communicate (includes listening to) with employees
z

- Monitor and control employee performance
. Give each worker a defined amount of control.

There are a number of systems that can be developed

I

to help you organize efficiently. Depending upon the type

-y

of business you operate, you can develop a system for giving

out work assignments that vary from day to day; a system

for purchasing and maintaining equipment; and a system for

ordering, taking inventory, and storing needed supplies and

Each business varies. The work of some types of
businésses is almost routine, while the operations of other
businesses may fluctuate almost daily. Even though activities
are different for each type of business some basic degree
of organization must exist. Below are a few examples of
business activities for a drugstore that would probably

require organization:

o

. ispense prescriptions

. Purchase merchandise

- Stock goods

. Mcnitor inventory

. Keep records

* Handle store maintenance

. Recruit, hire, and train emnlovees
+ Operate twelve hours each day

*  Price goods.
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A flower shop would probably have to conduct all of
the following activities:
., Buy the flowers
. Care for the flowers
. Dparaté.and maintain equipment in store
. Cut flovers
. Make displays of ar;ggggm3ﬂtg:,i,
. Make sale :
. Deliver work
. Handle store maintenance
. Handle flowers by wire
. Keep records
. Advertise
. Hire and train employees
. Handle telephone
. Price merchandise

Moniter inventory.

Steps in Organizing

ARE THERE STEFS How would you go about organizing the work ot the two
YO FOLLOW TO examples cited above? The ovganizing function of management,
ORGANIZE? like the planning function, has some rather well-defined

stepg. When organizing you must:
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. Determine the activities necessary to carry
out the plans

. Define the activities and classify the
nperations .

. Group the activities to gain the best

ry

utilization of resources
. Develop authority-direction channels for
each group

. Bring the groups together to one focal point.

The next page is an example of how these organizing
steps might be applied. Assume there are ten activities
which must be completed. When @fggnizing, you would define
each activity, group the activities based on similarities,
and assign responsibility and authority. In addition to
é?génizing the work, there are many activities required which
enable these two businesses to reach their goals. Obviously,
it would be impoassible for one person to do all the tasks
required to operate either business. Therefore, responsi-

k.

m

bility and authority must be delegated so that all the wo

will get done.
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HOW DOES
ACTUATING

FIT IN?

Part I1I, Unit A
Managing the Business

Actuating
Actuating is supervising and directing the efforts
of the organization. To be successful in actuating, you
must communicate well. Expectations and specific work pro-
cedures must be explained to employees if you expect
them to meet your business goals.
The following questions will help you evaluate your

:al communication strategy.

[nd
<
e

]

. Do you decide what the message iz before you
begin to deliver it?

. Do you decide what medium would communicate most
effectively to your subcrdinates?

. Do you take into account the values and back-
grounds of your subordinates and phrase the
message so they will understand it?

. Are you aware of the mental and physical state
of subordinates when you communicate?

. Do you think through the timing, sequence of
ﬁh@ught, locale, and style of the message?

. Do you ask questions to make sure subordinates

understand the communication?

Do you follow up on whatever action you

indicated in the communication?

If you do all theée things when you communicate important

messages, you are an effective communicator. If not,

the above guidelines will assist you next Lime youﬁnééd

to provide a message.
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Part III, Unit A
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Mgtiva:ing employees is another important component
of the actuating function. People generally need to feel
they are an important part of the organization. Each |
employee also wants to knmow, "What's in it for me?"
Basically, most of us are interested in our own welfare
first. Loyalty comes about when employees see themselves
as important persons within the firm and believe the compény
needs their contributions. A manager shquld recognize each
employee as a total person. Company morale will be higher

when this is done, resulting °"n a more efiective, efficient

staff;;

Qﬁntrglliggjﬁva;ua;;pg

WHAT IS INVOLVED Controlling is actually guiding a business to achieve
IN CONTROLLING its‘ggalsi Controlling devices, therefore, are designed to
AND EVALUATING? tell managers when the business is deviating from its
.chQSeﬁ ﬂBjEﬂﬁives. The'manager should then take action
to get the business back "on course."
The type of control used and implemented depends on
the size and type of business. There are two basic
types of control: directorial and daily operating

control, Directorial control is broad.and usually advisory

S
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in nature. It is hased on the advice and direction given to
the émall business by its board of directors or partners.
Daily operating control refers to establishing and measuring
operational plans. Cost standards, sales forecasts, expense
budgets, and other items must be carefully watched.

During the control phase of managing, the actual
achievements must be recorded and evaluated to see if goals
have béen reéchedg If evaluation shows that the results
fell short éf,the plans, corrective action must be tak-n.

LEADERSHIP

In order for any small business to be a long-term

WHAT LérNEEDED

1IN A LEADER? \ success, it must be headed by 2 person passessing two main
characteristics 1) the ability to lead and motivate people,
and 2) the ability to assess the ever-changing business cli-
mate and make appropriate decisions.

Leadership styles are grouped into three broad types:

authoritarian, democratic, and permissive. The authoritarian

type of leader makes bu.iness plans with little ¢- nec

participation from others, develops standard organization

procedures, sets strict procedures for'evaluation and control,

[l

usiness. The democratic -

' and, in sum, personally runs the
leader involves everyone qualifie: in setting goals, has each part
of the organizacion develop its own procedures, has the

' ' y
employees set their performz.ce standards and controls, and

61
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works with supervisors to run the business.

type of leader is not too concerned with eoverall planning,

lets each individual develop his or her own organization
procedures and procedures for evaluation and control, and
iets each department independently run its part of the
businéss with minimal or no guidance from the leader.
There is no best style of leadership. Any personality
and iéadérship style can be successful if it is used with
) the right employees. When an entrepreneur selects employees
for the business, those chosen ought to complement the
style of management and personality of the entrepreneur.
UNDERSTANDING THE BUSINESS CLIMATE
HOW CAN THE | Assessing the business climate and making decisions

MANAGER ASSESS to assure continued business success is another skill

THE BUSINESS needed by the manager. We are all bombarded with informa-
CLIMATE? tion constantly, and managers must learn to be alert to

he firm's

¥

that information which specifically affects
operation. ihe following is a list of concerns that
may have an impact on your business:
Increased government regulation
. Shortage of energy and other resources
. Continued long-range inflation
Changing availability of money
Iﬁterﬁétianal interdependence
. Urnion activities

Ecology.
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These and many other issues affect most business operations.
The key to assessing the business climate is staying
iﬁfgrmedi Listen to or wétch the news each day. Read
local and natianai newspapers and magazines. Join business
groups that will keep you up-to-date on government and
labor legislation. Subscribe to national newsletters that

trends. Knowledge gained from these sources should give

you the facts you need to make the best decision.
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PREPARATION/ADAPTATION ACTIVITIES
Are you able to apply these management principles

to your business aspirations? The feollowing activities

should help you check your knowledge about decision-making

and the menagement functions.

‘ | | ASEESS}ENT ONE
1. Draw a diagram showing the formal organization you
think would be best for your business. Be sure to
.include all jobs. In addition, prepare a short
description of -he duties and responsibilities of
each job,

2. Interview at least three small business owners in
your community on the functions of management. Ask
eachﬁggaexplain the management role she or- he assumes
in the firm. What is the organizational stru:tufe for
the company? Who reports to whom? How have responsi-
bilities been delegated?

3. | Develop a complete plan for collecting current in-house,
local, and national information needed for making
decisions in your business. Your plan should en&omﬁass
all steps of the planning process, and should include,
but not be limited to, the fDllcflfg sources:

. Reports from v.bordinates

Newsletters to which you should subscribe
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Pa=t III, Unit A
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. Organizations you shculd join
. Magazines cr newspapers you intend to read
. Loeal or national newscasts.
4, Develop a management plan you feel will work for the
business you plan to start. Include the following in
‘the plan:

. Long- and short-range plans for one year

. Basic listing of equipmen;fand supplies needed
to open the business
. Formal and informal meﬁhods you may use to

i /
communicate with employees when the plan is

put into action
. Methods of control and evaluation you plan to

use.

5. Distinguish between crisis planning and special event

j planning
POSTASSESSMENT
1. Describe ghraé characteristics of a successful manager.
\ 2. Identify and éﬁplain the steps in a logical decision-

making process.
3.  Apply the decision-making process to the following

situation:

M
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Two types of desks, standard and executive,
can be produced by the Okey Company. The
~profit yield on the standard desk is $20.00

—_— in contrast to that of $50.00 on the executive
desk. The company can produce a maximum of
600 desks a month because of the size of the
facilities. Problem: which of the desks should
be producaed? Should a combination be prodiiced?

4, Describe the importance of leadership by owners/
managers and describe a leadership style.

5. . What does master planning involve? Provide examples

of items that are included in a master plan.
Compare your answers to your responses to the pteaésessment;
You may want to check your p@sﬁaSSESSEEﬂL’énEWETS with your

instructor.

SELF-EVALUATION

activities?
( ) Very well
( ) Fairly well
( ) A little.
' Be £anest with yourself. If you fee'l you don't know

the material well encugh, it might be helyful to review

this section before going on.
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~ SOURCES TG CONSULT
FOR | IRTHER INFORMATIOI

Benge, E. J. How tec Manage for Tomorrow. Hoamewood , T1Hinci=:
' one i 5.

1974,

Drucker, P. F. Managing for Results. New York: Harper & Ko,

Gellerman, 5.W. MaﬁagemEﬁL byA} ativation. New York: American
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Harrison, J. F. MandgEment by Obstruction. Englewood Cliffs,

N.J.: FPrentice- Ha)l Inc., 1974.

Harvard Business Review. On Management. New York: Harper
& Row, 1975.

Heilbroner, R.L., et al. In the Name of Profit. New York:

Doubleday and Company, Inc. 1972.

Mancuso, J. Fun and Guts: The :at LEEIEHCHFNE Philosophy.
Reading, Mass.: Addison-Wesley Publishing Co., 1973.

Peter, L. J. and BHull, R. The Peter Principle. New York:
William Morrow and Company, Inc., 1969.

Stegall, D.jy Steinmetz, L.; and Kline, J. Mana aging the Small

Business. Homewood, Illinois: Richard D. Irwin, Inc., 1?76,

i

PREPARATION/ADAPTATION LEVEL:

: - " The Pusiness Plan (14 min., sd., color, 16mm), available for
purchase or rental from Saies Branch, National Audiovisual
Center - General Service Administration, Washington, D. C.
20406. Phone (301) 763-1854. '

L

Dramatizes the need for and elements in a lLusiness plan
as a managément tool for successful business oparation. Dialogue
and disussion befween the two main characters reveals that lack o

planning can be a key factor in the decline of a business.
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Learning Objectives found in the PACE unit)
o Tea’e:hing/Learning Delivery Suggestions
° Pre/péstsssessmgnt Suggested Responses
This information is geared towards the three levels of learning, and is designed
for use as a supplemental teaching aid. Additional instructions for using PACE,
sources of informatics:, and an annotated glossary can be found in the PACE
Resource Guide.
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Steps involved in making business decisions include the following: (a) identify the
problerm, (b) define alternative solutions, (c) gather facts about alternatives, (d) evaluate
alternatives 1a pick the best solution, (e) formulate a plan of action

Planning is th~ first step toward establishing a successful business venture. Planned
activities are more likely to be effeciive activities,

Management functions include the following: (a) planiiing the work—setting goals and
objectives; (b) organizing the work—tasks to be performed, people and equipment needed
to implement plans are identified; (c) actuating—putting the plan in action;and (d) con-
trolling and evaluating work—-monitoring effectiveness of plans.

Short-term plans describe goals and objectives that can be realized in days or weexs.
Long-term plans are designed to achieve objectives over a period of months or years.

To make decisions, entrepreneurs can get needed information by brainstorming, asking
~olleagues, conducting market research, and hiring a consultant.

EXPLORATION
/
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Managers experience problems in performing each of the management functions. Problems
arise when planning, orcanizing, and implementing business activities.

Management functions include the following: (a) planning the work—setting goals and
objectives; (b} organizing the work—tasks to be performed, people and equipment needed

~ to implement plans are identified; (z) actuating—putting the plan in action; and {d) con-

trolling and evaluating the work—menitoring the effectiveness of plans.
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Aruitoxt provided by Eic:

Because decision-making is an integral part of all the management ' ?cms, a business
run by semzone who cannot make effective, timely decisions is doc:i.cd to failure, To
become expert decision-makers, entrepreneurs should strengthen ab:htles tc recognize
problems and surround therselves with people/techniques to inelp solve problems.

The inherent rewards include: freedom to make decisions, chailenge of being in control,
possibility of unlimited success.

Responsas should be honest appraisals and should refizct a knowledge of the functions of
managemert.

PREPARATION/ADAPTATICN

Successful managers (a) make things happen; (b) concentrate on managing, not doing;
{c) act naturally; (d) strive for results; {e) work through organization.

The decision-making process is a fundamental management skill and is composed of

five steps: (a) identify the problem, (b) look for alternatives, (c) gather facts about
alternatives, (d) evaluate alternatives, {e) formulate a plan of action.

Response should refiect an understanding of the five steps in the decision-making process
(listed in respanse to #2).

Good leadership ability is an ingredient of long-term business success. Managers don’t do
things, they get things done-through people, so they must be able to lead or motivate

~ workers. Leadership siyles include {a) autharitariaﬂ {b) democratic, (c) permissive.

A master plan whlch involves Establlshmg the firm’s major long-term goals or objectives
is a comprehensive plan. All cther plans are formulated to schieve goals set in master
plar. A master plan includes information on such items as f.iance, personnel, public
relations, advertising, iegal issues, and sales, 10 name a few.
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TEAf‘Hlmg/l EARNING QBJEC TSJES TEACH!NG/LEARNING DELIVERY’ SUGGESI IDN::
o - “A variety of different tea:hmglleafnmg methudulugles have been
Upan eompletion of this level of instruction you shoul:l s able to: used. To help ynu organize your work and plan the use of this lavel
_ i . B _ _ these suggestions are made:
1. Explain the role of managemen® ir nperating a small business. Try to locate help wantad ads for management positinng in your
2. Distinguish between short-term ar @ ‘9ng-term planning. area,
@ 3. List the steps involved in making b facisions. 2. Have 3 local small business owner discuss his ar her responsibility
3 4. Explain and define the management functions. in performing mariagement functians.
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= 1. Access your capabilitie:  :r be . g a successful manag.:. Invite an entreprensur ta sp- » to the group on th - steps she or he uses
o 2. Use the logical decision- makmg prm;ﬂs t inake businass decisiors. in solving business problem: siid on a typical wor,. week of an owiear.
L c 3. identify problems and rewards inherent i+ the management role. manager,
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g 1. Explain the management role and vour perceived strengths and 1. Collect articles dealing with small businesses from you: loeal news-
= weaknresses in relation to that rale, paper ‘or ons week,
3 2. Use the logical decision-making process to make business decisinns. 2. Setup a panel of Igeal business persons and have them deccribe their
% 3. Identify and explain basic managing skills in planning, organizing, management systems,
g actuatirig, and controlling. 3. Invite a speaker from Junicr Achievement tc speak o the class
= 4. Outline a inanagement style you believe might be successful for you about the program.
o in a srmall business,
= 5. ldentify the charac*earistics of a successfu! rmanager,
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Aruitoxt provided by Eic:



The PACE seriles consists of these parts and units.

GETTING READY TO BECOME AN ENTREPRENEUR
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Uni+ A: Nature of Small Business
Unit B: Are You an Entreprencur?

Unit C: How to 3ucceed and How to Fail

FPART Ti. BECOMING AN ENTREPRENEUR

Unit A: Developing the Business Pla

pe

le C: Legal Issues and Small Busginess
Unit D: Government Regulations : 1 Small Business
Unit E: Choosing the Type of Ownership

Unit ¥: How to Finarnce thz Business
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Unit G: Resources for Managerial As: istance
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PAKT I11: BEING AN ENTRE.RENEUR

[

Unit A: Managing the Busines
Unii B: Fivancial Management
Unitc 4: Keeping the Business Recorus
Unic D: Marketing ﬁanagament

Unit 7: Successful Selling

Uit F: Managing HWiman Resources
Unit G: <Community Relations

{lait H: Business Protioection
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