JOMO KENYATTA UNIVERSITY
OF
AGRICULTURE & TECHNOLOGY

SCHOOL OF OPEN, DISTANCE AND eLEARNING
P.O. Box 62000, 00200
Nairobi, Kenya

E-mail: elearning@jkuat.ac.ke

HBC 2105 PRINCIPLES OF MANAGEMENT

LAST REVISION ON June 18, 2013



HBC 2105 PRINCIPLES OF MANAGEMENT

This presentation is intended to covered within one week.
The notes, examples and exercises should be supple-
mented with a good textbook. Most of the exercises have
solutions/answers appearing elsewhere and accessible by
clicking the green I'xercise tag. To move back to the same
page click the same tag appearing at the end of the solu-
tion/answer.

Errors and omissions in these notes are entirely the re-
sponsibility of the author who should only be contacted
through the Department of Curricula & Delivery
(SODeL) and suggested corrections may be e-mailed to

elearning@jkuat.ac.ke.
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LESSON 7

Co-ordinating

7.1. Introduction

Co-ordination means to integrate or bring together all the ac-
tivities of an organization.
Reasons why coordination is carried out:
(a) It is done for achieving the goals of the organization.
(b) There must be proper co-ordination throughout the or-

ganization.

7.2. Element of Managerial Functions

1. Co-ordination through Planning : Planning facili-

tates co-ordination by integrating the various plans through
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mutual discussion, exchange of ideas. For instance co-

ordination between finance budget and purchases budget.

2. Co-ordination through Organizing: Co-ordination as
the very essence of organizing. When a manager groups
and assigns various activities to subordinates, and when
he creates departments, co-ordination is uppermost in his

mind.

3. Co-ordination through Staffing: A manager should
bear in mind that the right number of personnel in various
positions with right type of education and skills are taken

which will ensure right men on the right job.
4. Co-ordination through Directing: The purpose of giv-
ing orders, instructions and guidance to the subordinates

is served only when there is a harmony between superiors
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and subordinates, that is who does what and whom you

report.

5. Co-ordination through Controlling: Manager ensures
that there should be co-ordination between actual perfor-
mance and standard performance to achieve organizational

goals.

7.2.1. Features of Co-Ordination

Coordination is not a distinct function but the very essence of
management. Thus some of the features are:

1. Coordination is the basic responsibility of every manager

and it can be achieved through the managerial functions.

No manager can evade or avoid this responsibility. Co-

ordination is essential whenever people work together to
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achieve some common objective.

2. Coordination does not arise spontaneously or by force it
involves planning through time gradually. It is the result

of conscious and concerted action by management.

3. The heart of coordination is the unity of effort and action
which involves fixing the time and manner of performing
various activities so that individual efforts are blended into

a productive team.

4. Coordination is a continuous, never ending or on-going
process. It is also a dynamic process. It should evolve as

per the organizations needs.

5. Coordination is required in group efforts not in individual

effort. It’s team work oriented.
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6. Coordination has a common purpose of getting organiza-

tional objectives accomplished.

7. Balancing, timing and integrating are the three elements
of coordination. Balancing is ensuring that enough of one

thing is available to support or counter-balance the other.

7.2.2. Benefits of Co-ordination To An Organization
1. Higher Efficiency and Economy

Coordination helps to improve the efficiency of operations by
avoiding overlapping efforts and duplication of work. Coordina-
tion is a creative force which makes possible a total result which

is greater than the sum of individual achievements.
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2. Good Human Relations

Besides promoting the efficiency of operations, coordination im-
proves the morale and job satisfaction of employees. A well-
coordinated organization can attract, retain and utilize better
personnel. Coordination improves human relations by reconcil-
ing individual and organizational objectives through solving of

disputes among the employees.

3. Unity of direction

Coordination helps to ensure unity of action in the face of dis-
ruptive forces. By welding together different departments and
sections into one entity, coordination ensures the stability and
growth of an organization. It enables the executives to see the

enterprise as a whole instead of narrow sectional goals. Indi-
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vidual interests are sub—ordinated to the common interest more

easily and effectively.

4. Quintessence of management(Essential part of man-

agement)

Coordination is an all inclusive concepts or the end result of
the management process. Management is noth—ing more than
coordination of all activities, efforts and forces that affect the

organization.

5. Organizational Effectiveness

It enhances the effectiveness and stability of the organization.
They will feel that they have a place in the organization. They
will feel that they have earned that place. The presence of co-
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ordination becomes part of their job experience and hence can

form a very useful part of their training.

Coordination is the process of integrating the objectives and
activities of the separate units (departments) of an organization
in order to achieve organization goals effectively. Without coor-
dination, individuals and departments would lose sight of their
roles within the organization.

The need for coordination depends upon the nature and com-
munication requirements of the tasks performed and the degree
of interdependence of the various subunits performing them.
When these tasks require or can benefit from information flow
between units then a high degree of coordination is best.

A high degree of coordination is also likely to be beneficial

for work that is non routine and unpredictable for work where
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environmental factors keep changing, for work in which tasks are

highly interdependent (i.e when one unit cannot function with-
out receiving inputs from another unit) and for organizations
that set high performance objectives.

Co-ordination of activities

Co-ordination is the linking of activities in the organisation
that serve to achieve a common goal or objective. As task ac-
tivities are divided in the organisation managers must attempt
to develop mechanisms that will link the task’s together so that
a desired goal is accomplished.

The result of linking activities is the creation of various forms
of activity interdependence. The degree to which activities are
interdependent can vary from high to low. There are four con-

figurations of activity interdependence:-
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e Pooled

Sequential

Reciprocal
e Team

Pooled interdependence: - It exists where there is minimal
direct contact between individuals or groups performing an ac-
tivity. Work does not flow between activities rather the results
of the activities are “pooled” at a a higher level in the organ-
isation. Each member of a planning staff may be individually
assign the task of investigation and preparing a forecast on a
specific domain of the organisation’s environment.. After each
member has performed the task, forecasts are submitted to the
vice-president strategic planning who has the task of integrating

them into a broader long-range plan.
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Co-ordination is most readily achieved through standardiza-

tion eg. have rules and regulations, imposing direct supervision
and creating training programs. Rules and guidelines for each
task performed separately there could be deadlines for the sub-
mission of the reports to the vice-president.

Sequential interdependence: A greater degree of inter-
dependence exists when the output of one activity becomes the
input of another activity. It is mainly found in an assembly line
where a worker may install package a product the next one puts
the label.

Co-ordination is achieved in sequential interdependence through
standardization which emphasises on the use of plans and sched-
ules. Setting deadlines, establishing performance targets, and

identifying linkages between activities are all critical managerial
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decisions that must be made before units engage in the work

process. Sequential interdependence therefore requires workers
to spend time planning so as to achieve an effective level of co-
ordination.

Reciprocal interdependence: When units provide each
other with activity inputs to co-ordinate, mutual adjustment is
required. Mutual adjustment is the process of direct commu-
nication and joint decision making among units involved in the
task activities.

For example a legal department in a savings and loan busi-
ness may review applications borrowers that were submitted to
the loan department. After an application form is reviewed and
changed it is sent back to the loan department so that the re-

quest or denial of the loan can be processed. The output of the
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loan department becomes the input for the legal department and

the output of the legal department becomes an input for the loan
department. Thus there is a two-way flow between departments.

Team interdependence: The most intense form of inter-
dependence results when completion of activities requires team-
work. Team interdependence exists when work is interactive or
acted on jointly by members of different groups or units rather
than simply being transferred back and forth. It is mainly used
when an activity cannot be broken down easily into distinct
tasks because there is uncertainty over what tasks have to be
performed in order to accomplish the goal.

Teamwork requires plans, standardisation, mutual adjust-
ment and most important direct contact among activity partic-

ipants. Physical reparation makes co-ordination through team-
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work difficult to accomplish.

The need for coordination of organizational activities is least
with pooled interdependence, greater with sequential interde-
pendence and greatest with reciprocal interdependence. As the
need for coordination increases so does the difficulty of achiev-
ing it effectively. Similarly, increased specialization increases the
need for coordination. But the greater the specialization, the
more difficult it is for managers to coordinate the specialized
activities of different units.

People in specialized units tend to develop their own sense
of the organizations goals and how to achieve them.

Problems in Achieving Effective Co-ordination

1. Differences in orientation towards particular goals:

members of different departments develop their own views
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about how best to advance the interests of the organiza-

tion. Accounts may see cost control as most important to
the organization’s success, sales people may see product
features as more important than product quality etc. i.e.

people are buried in departmental attachments.

2. Differences in time orientation ;time periods mean dif-
ferent things for the various specialists e.g. research people
may be pre-occupied with problems that will take years to
solve while production managers may be concerned with

problems that must be solved immediately.

3. Differences in interpersonal orientation members of
different departments may have different approaches to
interpersonal relationships and especially to communica-

tion. Some may adopt a relaxed attitude to communica-
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tion while others are abrupt and quick in decision-making.

4. Differences in formality structure ;each type of unit
in the organization may have different methods and stan-
dards of evaluating progress toward objectives and for re-

warding employees.

Note:

Division of work involves more than a difference in precise
activities. It also influences how we perceive the organization,
how we perceive our role in it and how we relate to each other.

Such differences are essential as they enable the organiza-
tion to match individual talents, skills and perspectives to the
specialized needs of different tasks and activities. Coordination
must be achieved where necessary without reducing the differ-

ences that contribute to task accomplishment.
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Division of work and specialization are desirable to help the

organization use its resources most efficiently. Differentiation
encourages conflict among individuals and organizational sub-
units. Various members of the organization present their view
points argue them out openly and make sure they are heard and
that way they force managers to consider the special needs and
knowledge of different departments when problems arise.

Achieving Effective Co-ordination

Communication is the key to effective coordination Coordi-
nation is basically information processing task—the greater the
uncertainty of the task to be coordinated the greater the need
for information. The three approaches to achieving effective co-

ordination are as follows:

e The first employs the basic management techniques: the
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managerial hierarchy, plans and goals to give general direc-

tion to activities and rules and procedures to guide these

activities.

e The second approach becomes necessary when the orga-
nization’s various subunits become more interdependent,
expand in size and the basic coordination mechanisms of
managerial hierarchy, rules and procedures, and goal set-
ting become inadequate. The approach focuses on increas-
ing the coordination potential by investing in: (communi-

cation)

e Vertical information system e.g. the modern MIS a means
of which data are transmitted across the levels of the or-

ganization.

e By creation of lateral relationships i.e. cutting across the
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chain of command by permitting information to be ex-

changed and decisions made at hierarchical levels where
the needed information actually exists e.g. direct contact
between individuals who must deal with the same situa-

tion.

e The third approach to achieving effective coordination is
by reducing the need for coordination. This may be done
through:

1. Creation of slack resources additional resources give ex-
tra leeway to working units e.g. providing more workers,
materials or time can ease problems.

2. Creation of self contained jobs each unit is provided with
all the resources and information needed to function with-

out having to share resources with other units.
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EXERCISE 1. £ How can an open door policy enhance coordi-

nation activities in an organisation?

Example €. Problems in achieving effective Co-ordination?

Solution:

Differences in orientation towards particular goals: members
of different departments develop their own views about how best
to advance the interests of the organization. Accounts may see
cost control as most important to the organization’s success,
sales people may see product features as more important than
product quality etc. i.e. people are buried in departmental
attachments.

Differences in time orientation ;time periods mean different

things for the various specialists e.g. research people may be
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pre-occupied with problems that will take years to solve while

production managers may be concerned with problems that must
be solved immediately.

Differences in interpersonal orientation members of different
departments may have different approaches to interpersonal re-
lationships and especially to communication. Some may adopt a
relaxed attitude to communication while others are abrupt and
quick in decision-making.

Differences in formality structure ;each type of unit in the
organization may have different methods and standards of eval-

uating progress toward objectives and for rewarding employees.
OJ
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