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Introduction

INTRODUCTION

Sports management is a vast and varied industry. It draws on aspects of marketing,
law, finance and business, with a specific focus on the sports sector. One can find
sport managers working for professional sports teams, colleges and universities,
recreation departments or sport marketing firms. As event and facility managers,
sports economists, promotions experts and more.

NOTES

Today’s sport managers face a complex web of difficult and exciting
challenges. No longer does a manager sit in an ivory tower and issue directives
from a distance. The traditional authority structure is giving way to employee
involvement, work teams, group spirit, participative decision-making, lateral
relationships, flexible work structures and more. This book will help you understand
how sports management is becoming more and more aware that an organisation
has no life but for the people in it. Accordingly, it is becoming more and more
people-oriented as against task-oriented of the previous years. The job of a sports
manager is one of the most rewarding, most exciting and most challenging of
professions. Effective managers are effective leaders who can (and do) make
significant contributions to society through the output of their industrial or service
organisations such as businesses, universities, hospitals, government agencies and
SO on.

This book, Principles of Sports Management, is divided into fourteen
units that follow the self-instruction mode with each unit beginning with an Introduction
to the unit, followed by an outline of the Objectives. The detailed content is then
presented in a simple but structured manner interspersed with Check Your Progress
Questions to test the student’s understanding of the topic. A Summary along with
a list of Key Words and a set of Self-Assessment Questions and Exercises is also
provided at the end of each unit for recapitulation.

Self-Instructional
Material



BLOCK -1
MANAGEMENT AND PHILOSOPHY

UNIT 1 INTRODUCTION
TO MANAGEMENT

Structure

1.0 Introduction
1.1 Objectives
1.2 Meaning of Management
1.3 Functions of Management
1.4 Management — A Science or an Art
14.1 Management Levels
1.5 Answers to Check Your Progress Questions
1.6 Summary
1.7 Key Words
1.8 Self Assessment Questions and Exercises
1.9 Further Readings

1.0 INTRODUCTION

Although proper definitions of management have only recently come into being,
the act of ‘management’ has existed since time immemorial.

‘Management’ as a term refers to a range of activities undertaken in order
to successfully complete a task. Simply put, management is all about getting things
done. It refers to the process used to achieve a certain target or fulfil a specific
goal. No wonder it is said to be an art as well as a science. Organizations across
the world, irrespective of whether they are political, cultural, social or business,
thrive on their management strategies or skills.

1.1 OBJECTIVES

After going through this unit, you will be able to:
¢ Define management
¢ Describe the functions of management

¢ Explain management as a science and as an art

Introduction
to Management
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1.2 MEANING OF MANAGEMENT

Management in some form or another is an integral part of living and is essential
wherever human efforts are to be undertaken to achieve desired objectives. The
basic ingredients of management are always at play whether we manage our lives
or our business.

Example: Let us look at how a housewife uses managerial ingredients in managing
the home. First of all, she appraises her household and its needs. She forecasts the
needs of the household for the period of a week or a month or longer. She takes
stock of her resources and any constraints on them. She plans and organizes her
resources to obtain the maximum benefits out of these resources. She monitors
and controls the household budget and expenses and other activities. In a large
household, she divides the work among other members and coordinates their
activities. She encourages and motivates them to do their best in completing their
activities. She work towards improving goals and resources and the means to
attain these goals. These tasks, generally, are the basic functions of management.

Management, as a system, is not only an essential element of an organized
society but also an integral part of life when we talk about managing our lives.
Managing life is similar to managing an organization. This ‘art’ of management has
been with us from time immemorial. Just as a well-managed life is much better
organized, goal oriented and successful, ‘good’ management of an organization
makes the difference between the success and the failure of an organization.
Perhaps, the importance of management was highlighted by the late President of
the United States, John F. Kennedy when he said that, the role of management in
our society is critical to human progress. It serves to identify a great need of our
time: to improve standards of living for all people through effective utilization of
human and material resources.

A manager’s job is highly crucial to the success of any organization. The
more complex the organization, the more crucial is the manager’s role in it. A good
manager makes things happen.

Definition of Management

Many management thinkers have defined management in their own ways. For
example, Van Fleet and Peterson define management, ‘as a set of activities directed
at the efficient and effective utilization of resources in the pursuit of one or more
goals.” Figure 1.1 shows the components of management.
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Fig 1.1 Components of Management

Megginson, Mosley and Pietri define management as ‘working with human,
financial and physical resources to achieve organizational objectives by performing
the planning, organizing, leading and controlling functions’. Figure 1.2 represents
this definition of management.

Plannipg Human,Financial

Management |—» Organizing and Physical —»| Goals
Leading Resources
Controlling

Fig 1.2 Megginson, Mosley and Pietri’s Management Definition

Kreitner considers management as a problem solving process. In his book,
Management: A Problem Solving Process (Houghton Mifflin, 1980), R. Kreitner,
defines management as follows:

‘Management is a problem solving process of effectively achieving
organizational objectives through the efficient use of scarce resources in a changing
environment.’

Some of the integral elements of this definition can be separated and briefly
explained as follows:

1. Problem solving process: One of the most important functions of a
manager is to make decisions and solve problems. Some of the major
problems that management must continually face include unpredictable
economic trends, changing governmental regulations, resource shortages
and a severe competition for these resources, employee demands,
technical problems, technological developments and so on. There are
other problems that are comparatively routine in nature and can be solved
by some tried and tested mechanisms.

Example: A change in production quality can be easily tackled by close
supervision.

Self-Instructional
Material 3
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2. Organizational objectives: All organizations have a mission that is the

very basic reason for their existence and certain goals and objectives.
While the goals are long range and more general in nature, objectives
are more specific, tangible and most often quantifiable.

Example: The mission of a college may be high-quality education, its
goal may be to primarily serve the educational needs of the surrounding
community and its objective may be to increase the number of new
students entering the college by ten per cent in two years. The primary
objective of most organizations is to provide a service for the public. Of
course, such service has to be profitable for the organization in monetary
terms, for that is the essence of a capitalist economy. Accordingly,
management must plan its activities along these lines. Additionally, it is
also the management’s responsibility to integrate the personal objectives
of the employees into organizational objectives. The personal objectives
of employees may include higher remuneration, more challenging tasks
and responsibilities and participation in the decision-making process.

. Efficiency: Efficiency, along with effectiveness, is the most common

way of measuring organizational performance. Efficiency is the ability to
‘get things done correctly.’ An efficient manager achieves a higher output
with given resources of time, talents and capital so that these resources
are fully utilized without waste. Similarly, effectiveness means ‘doing the
right things in the right way at the right time.” Accordingly, successful
managers would not only be effective in terms of selecting the right things
to do and the right methods for getting them done, but they would also
be efficient in fully utilizing the resources.

. Scarce resources: The resources of people, time, capital and raw

materials are all finite and limited. They are all scarce in nature and not
expandable. Additionally, there is a fierce competition for acquiring these
resources. Management, basically, is a ‘trusteeship’ of these resources
and hence must make conscious efforts to make the most of these
resources.

. Changing environment: The dynamics of the environment is influenced

by the changes that have taken place in all areas in the last few years.
The advent of computers and telecommunications technology has
changed the ways in which the assessment of the environment is carried
out for decision-making purposes. Accordingly, management must be
prepared to predict these changes and formulate ways to meet these
new challenges more effectively.



1.3 FUNCTIONS OF MANAGEMENT

There are basically five primary functions of management. These are:
1. Planning 2. Organizing
3. Staffing 4. Directing
5. Controlling

The controlling function comprises coordinating, reporting and budgeting. Hence,
if this function can be broken into three separate functions coordinating, reporting
and budgeting. Based upon these seven functions, Luther Guelick coined the word
POSDCORB, which generally represents the initials of these seven functions. All
the primary functions are explained and discussed as follows.

Planning

Planning is future oriented and determines an organization’s direction. It is a rational
and systematic way of making decisions today that will affect the future of the
company. It is a kind of organized foresight as well as corrective hindsight. It
involves predicting the future as well as attempting to control the events. It involves
the ability to foresee the effects of current actions in the long run in future. Example:
Business planning, project planning, strategic planning (vision, mission) etc.
communications plans, research design planning etc.

Organizing

Organizing requires a formal structure of authority and the direction and flow of
such authority through which work sub-divisions are defined, arranged and
coordinated so that each part relates to the other part in a united and coherent
manner so as to attain the prescribed objectives. Thus the function of organizing
involves determining the activities that need to be done in order to reach the company
goals, assigning these activities to the proper personnel and delegating the necessary
authority to carry out these activities in a coordinated and cohesive manner. It
follows, therefore, that the function of organizing is concerned with:

1. Identifying the tasks that must be performed and grouping them whenever
necessary

2. Assigning these tasks to the personnel while defining their authority and
responsibility

3. Delegating the authority to these employees

4. Establishing a relationship between authority and responsibility

5. Coordinating these activities.

When a new project begins, the manager identifies the groups best suited to handle
the project. He then breaks down the activity into small parts and assigns each
part to the person most suitable to handle it. He lets these ‘leaders’ know that

Introduction
to Management
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they are responsible for getting these tasks done and gives them the authority to
do all that is necessary to complete the task. He assigns them deadlines and takes
an update from these ‘leaders’ every morning to get an idea of the progress of the
project.

Staffing

Staffing is the function of hiring and retaining a suitable workforce for the enterprise
both at managerial as well as non-managerial levels. It involves the process of
recruiting, training, developing, compensating and evaluating employees, and
maintaining this workforce with proper incentives and motivations. Since the human
element is the most vital factor in the process of management, it is important to
recruit the right personnel. This function is even more critically important since
people differ in their intelligence, knowledge, skills, experience, physical condition,
age and attitude, and this complicates the function. Hence, management must
understand, in addition to the technical and operational competence, the sociological
and psychological structure of the workforce.

Directing

The directing function is concerned with leadership, communication, motivation
and supervision so that the employees perform their activities in the most efficient
manner possible, in order to achieve the desired goals. The leadership element
involves issuing the instructions and guiding the subordinates about procedures
and methods. The communication must be open both ways so that the information
can be passed on to the subordinates and the feedback received from them.
Motivation is very important, since highly motivated people show excellent
performance with less direction from superiors. Supervising subordinates would
give continuous progress reports as well as assure the superiors that the directions
are being properly carried out.

Controlling

The controlling function consists of those activities that are undertaken to ensure
that the events do not deviate from the prearranged plans. The activities consist of
establishing standards for work performance, measuring performance and
comparing it to these set standards and taking corrective actions as and when
needed, to correct any deviations. All these five functions of management are
closely interrelated. However, these functions are highly indistinguishable and
virtually unrecognizable in a job. It is necessary, though, to put each function
separately into focus and deal with it.

Monitoring and Evaluation

Monitoring and Evaluation is another function of a manager that helps improve
performance and achieve results. Its goal is to improve current and future
management of outputs, outcomes and impact.



Check Your Progress

1. How did Van Fleet and Peterson define management?
2. What does the function of organizing involve?

3. What does the controlling function consist of?

1.4 MANAGEMENT - A SCIENCE OR AN ART

Generally, a controversy arises with the question whether management is a science
or an art. It is said that management is the oldest of arts and the youngest of
science. This explains the changing nature of management. But in order to have an
exact answer to the question, it is necessary to understand the meaning of the
terms ‘science’ and ‘art’.

Management as a Science

Before trying to examine whether management is a science or not, we have to
understand the nature of science. Science may be described as a systematized
body of knowledge pertaining to an act of study and contains some general truths
explaining past events or phenomena. Itis systematized in the sense that relationships
between variables and their limits have been ascertained and underlying principles
have been discovered. Three important characteristics of science are:

(1) Itis a systematized body of knowledge and uses scientific methods for
observation.

(i) Its principles are evolved on the basis of continued observation and
experiment.

(i) Its principles are exact and have universal applicability without any limitation.

Examples of scientific principles are that two atoms of hydrogen and one atom of
oxygen form one molecule of water. Another example is that according to the law
of gravitation if anything is thrown towards the sky it will come down to the earth.

Judging from these criteria, it may be observed that management too is a
systematized body of knowledge and its principles have evolved on the basis of
observation, not necessarily through the use of scientific methods. However, if we
consider science as a discipline in the sense of natural science, one is able to
experiment by keeping all factors and then varying them one at a time. In natural
science, it is possible to repeat the same conditions over and over again, which
enables the scientist to experiment and to obtain a proof. This kind of
experimentation cannot be done in the art of management since we are dealing
with the human element. This puts a limitation on management as a science. It may
be designated as an ‘inexact’ or ‘soft science’.

Introduction
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Management as an Art

Art refers to the ‘know-how to accomplish a desired result’. The focus is on
doing things in one way. As the saying goes ‘practice makes a man perfect’, constant
practice of the theoretical concepts (knowledge base) contributes to the formation
of skills. Skills can be acquired only through practice. In a way, the attributes of
science and art are two sides of a coin. Medicine, engineering, accountancy and
the like require skills on the part of the practitioners and can only be acquired
through practice. Management is no exception.

Effective practice of any art requires a thorough understanding of the science
underlying it. Thus, science and art are not mutually exclusive, but are
complementary. Executives who attempt to manage without the conceptual
understanding of the management principles and techniques have to depend on
luck and intuition. With organized knowledge and the necessary skill to use such
knowledge, they have a better chance to succeed. Therefore, it may be concluded
that management is both a science and an art.

1.4.1 Management Levels

As the organizations grow larger and more complex, they usually develop several
levels of managerial positions, forming a hierarchy of superior and subordinate
reporting relationships. Traditionally, there are three managerial levels, which are
usually depicted in the form of a hierarchical pyramid. The total number of personnel
found at each level decreases as the management level increases up the pyramid.
The largest number of people in the organization are at the lower organizational
level at the bottom of the pyramid and these people operate in a non-managerial
capacity. This group consists of individual contributors who are simply the
employees who work under the guidance of their supervisors. Figure 1.3 shows
these levels of management.

Top Level Managers

The top-level managers, also known as ‘central management,” and are ultimately
responsible for the entire organization. Top executives such as chief executive
officer (CEO), chairman of the board of directors, president, executive vice-
presidents and various vice-presidents are all top-level managers. These managers
are primarily involved in broad organizational matters such as policy formulation,
long-range strategic planning, goal setting and development of organizational
strategies. They deal with all elements and forces that affect the survival, stability
and growth of the organization.
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Fig. 1.3 Management Levels

Middle-Level Managers

The middle management level generally consists of divisional and departmental
heads such as a plant manager, production manager, marketing manager, personnel
director and so on. Their responsibility is to interpret policies and directions set by
the top-level management into specific plans and guidelines for action. Their
responsibility further is to coordinate the working of their departments so that the
set objectives can be achieved. They are concerned with short-term goals and
specific results. They spend more time on operational planning, information
processing and day-to-day monitoring of their divisional activities. They serve as a
link between the strategic activities of the top managers and operational activities
of first level managers who are the subordinates in terms of information dissemination
in both directions.

Organizations, specially the very large ones often have several layers of
middle managers.

Example: During expansion years, at one time, General Motors (GM) had 14 or
15 management levels. However the tendency now is to have fewer layers and
give the managers greater autonomy and responsibility, part of which is delegated
to lower level managers.

First-Level Supervisory Managers

This level of manage