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Introduction to School of Processional Advancement

School of Professional Advancement caters to the mid-career professionals’ needs. As such it has a unique teaching methodology which is underpinned by the philosophy of grooming professionals for the challenges of tomorrow. Our students acquire education through ‘learning by doing’ approach. Along with traditional ways of teaching, SPA mainly focuses on simulation based and experiential teaching method. Our courses are designed along the lines of real world problems which are captured through tailored cases and simulative teaching techniques. Our resource persons are not only teachers but also facilitators of knowledge and skills transfer to the students. The SPA pedagogic philosophy treats the students as resources rather than empty vessels waiting to be filled and entails encouragement of free flow of knowledge and skills transfer between students and the faculty. 

Renowned Brazilian educationist, Paulo Frier aptly balances the teaching pedagogy via the axis of action-reflection-action. According to him an action is dead if it does not lead to insightful reflection. Reflection alone is also sterile if it does not lead to an informed action. Action and reflection are like two interdependent and inseparable twins, which without one another fail to perform and function.  It is all too comfortable (for both teachers and students) to use either of the two pedagogical approaches. Pure theoretical teaching, from SPA students’ point of view, would not serve the purpose of skill imparting while pure experiential teaching would deprive students the benefits of building a mental theoretical base on which concepts and ideas are built.
Course Description

Management is as old as mankind. People in all ages have managed selves, groups, families, communities, tribes, nations, countries and regions. Today too much emphasis is placed on technological side of management, forgetting that human beings and their basic needs have stayed nearly the same throughout its history. Management is about human beings and not only about physical and financial assets and machinery.

This course places humans as the first in the art and science of managing. Management is apparently a science which is learnt by mastering some techniques but, in a very subtle way, it’s an art which involves understanding behaviour of self and others. No matter how much the technology advances, human beings will still need to be motivated, aspired, inspired, led, followed, happy, fulfilled and satisfied. 

I will openly concede that it’s nearly impossible to divide management into clear-cut functions and areas. But for the sake of clarity, some sort of division is required. This course therefore uses the classical approach of dividing management into four functions: planning, organizing, leading and controlling. From second session onwards these four functions are discussed and highlighted through various readings, cases, activities, role plays and simulations.   
Module 1: Foundational School of Thought of Management

Chapter 1 form this Module takes a perspective on providing an overview of the ideas, theories and management philosophies that have contributed to making the workplace what it is today. Learning to understand why things happen to improve our organizations in future is one of the contributions of management philosophies. It would help us look at the recent trends and contemporary approaches that build on this foundation of management understanding. This section involves examining historical background leading up to new approaches to managing learning organizations and digital workplace. An understanding of the evolution of management will help you as current and future managers to understand where are you now and how can you continue to progress toward better management.

From a modernist perspective as discussed in Chapter 2, effective organizations are able to balance internal and external pressures, develop core competencies, increase efficiency and adapt to change. Contingency Theory is one of them that provides much of the logic underpinning modernist organization theory today by sharing the stance that organizational design is contingent upon many factors, including the environment, goals, technology, and people, and effective organizations are those in which these various elements are aligned. This would be helpful in understanding the shift towards becoming a learning organization that goes hand-in-hand with the current transition from conventional to a technology driven workplace.  

This modules involves an in-depth understanding of management approaches based on the premise of Resource Dependence Theory, dynamically concerned with how organizational behaviour is affected by external resources that are exploited and utilized by the organizations. Since, the success of our organizations depends upon getting an edge from competitors and it can be only possible when we make our organizations capable of gathering, altering and exploiting raw materials faster than our competitors. Learning contemporary management approaches will help you understand the underpinning idea of Resource Dependence Theory that resources are quintessential to the longstanding success of our organizations. Power in industry and business can come with gaining access to and control over key resources. 

Success of effective organizations lies in their capability to become adaptive towards change. One of the core standpoints of this course is Population Ecology Theory that deals with environment-organization relationships. Through this you will be able to comprehend that our organizations in reality exist and operate with a field or population of similar organizations and they can only survive successfully if they develop effective response strategies for appropriately responding to environmental dynamics. Population Ecology Theory for example, says that organizations exist within a population or field of similar organizations, and that the organizations which survive are those that respond appropriately to their environment. With reference to the context of our innovative and newly start-up organizations, it will assist in developing your abilities while working in them as managers to take advantage over traditional and bureaucratic organizations by more quickly adapting to ever-changing environment. You will be able to resiliently deal with serious troubles by becoming a keen interpreter and observer of what your environment consists of so as to foresee and apprehend the external environmental signals. This will supportive for you to opt for the sustainable practices within your organizations for managing ecological pressures such as decline in firm’s population density or mortality for ensuring your organization’s long terms survival and growth.

Module 2: Strategic Management and Planning

Module 2 deals with the theme of Strategic Management and Planning. Chapter 5 of your course pack deals with the importance of managerial ethics and corporate social responsibility in an organization. It will help you get expanded idea regarding the environment and corporate culture. We will first focus on the specific ethical values that are established on the basis and notion of the organizational culture. Moving further, you will be able to understand this angles of corporate-environment relationships through the panorama of social responsibility. Through getting better understanding of the fundamental approaches of managerial ethics you will be able to reflect rationally and critically through the ethical issues and hence develop basis for future decisions and rulings.

Chapter 6 from this module based on organizational planning and goal setting, you will develop the most fundamental management function for deciding on future moves and coping up with potential uncertainties inherent to organization’s functioning. This idea gives you an ample opportunity to explore the process of planning and consider developing effective plans that can be developed further and changed. You will become able to devise and set desirable goals in order to take an effective start with planning phase in business management. This learning will help you get to know and apply various approaches to planning through involvement of all stakeholder in the strategy formulation and execution that is the basic idea of Chapter 7. In this chapter you will grab a clear and an in-depth understanding of strategic planning i.e. ‘what to do’ and practically use effective strategic options for competing in viable business environment as successful managers. You as managers will be able to evaluate the mission, goals and strategy of your organization. Moreover, this will provide you with an opportunity to execute strategy formulation at all three levels: corporate, business and functional in order to gain and sustain long term competitive advantage.

You will evidently become familiar with your practical exposure that decision making process is the critical underlying element of strategic planning. Plans and strategies are arrived at through decision making. Chapter 8 deals with this idea of managerial decision making and will enable to with better decision making, and eventually better strategic planning. For this you will need to examine decision characteristics, decision making models and the steps you as managers and executives will take while making important business decisions. This understanding will also assist you to develop abilities for participative decision making and making use of most effective techniques for improved decision making in your today’s contemporary organizations. 

Module 3: Organizing

Module 3 of your course comprises of the theme of Organizing with an apprehension of the Fundamentals of Organizations (Chapter 9) and Using Structural Design to Achieve Strategic Goals (Chapter 10). You in your organizations would definitely wrestle with the problems of how to organizing requiring changing the structural design and reorganizing and many other techniques that involve deployment of organizational resources to achieve your strategic goals. You will be able to understand the ‘how to do it’ view for allocating and managing your business resources. This chapter helps you get the idea of fundamental characteristics of organization structure so as to make you capable of managing work specialization, responsibility, centralization and decentralization. You as managers will understand when to work in vertical hierarchy and when to execute strategy in the form of teams for achieving better coordination and employee commitment. 

Chapter 10 will introduce with a number of organizing concepts. The essence behind understanding the use of structural design will enable you achieve your organizational goals by effectively confronting and resolving problems of biding the whole organization together when adding new departments, functions or hierarchical levels. This will help you to get geared up for managing the increasing shift toward more horizontal versus vertical structure of the organization through employing greater involvement and participation of your peers and team members. Your efforts of structural design for meeting the current and changing needs of your business will help your help organization emerge as a learning organization.

Module 4: Leading

Module 4 entail the idea and theme of Leading. Getting you completely loaded with ability to influence others toward the attainment of organizational goals and objectives is the aim of Leading, function of Management. To become an effective leader will require you as managers to motivate subordinates, communicate effectively, and effectively use power. This module with help you first understand the personalities, attitudes, emotions and values of potential subordinates in your organizations. Under the umbrella of theme of leading in management, Chapter 11 of your course will help you understand the principles of organizational behavior by apprehending the ways in which individual and groups act within their organizations. By gaining the practical knowledge of the individual differences in areas of attitude, personality, perception, learning and stress management, you will be able to understand and lead employees through many workplace challenges. Learning with help you get answers to some of the important questions such as "What makes a manager a good leader?" and "In what situations are certain leadership styles most appropriate and effective?"

Since, we all know that organizations face decline when their unmotivated employees do minimum amount of work, causing product quality to suffer and our companies unfortunately losing their competitive edge. One secret for success of our organization is enthusiastic and motivated employees. This Chapter 12 actively engages you in first reviewing the theories and models of employee motivation and then practically exercising our learning in real time workplace setting. First, we will review several perspectives and models on motivation to understand the needs of employees for their motivation. Followed by your ensuring the important role of job design for making employees satisfied with their jobs and productive for the organization, you will be exposed to examine the trends of empowerment in contemporary organizations. This is enable to exercise your authority to where decision making must be delegated to your subordinates for making them more motivated.

Leadership is one of the most widely researched and practiced topics in the field of management. Chapter 13 involving Leadership in Organizations will help you understand the basic notion of Leadership, explore and recall the differences between a leader and manager in your organization, and understand the sources of leadership power and authority. Taking a theoretical perspective, you will examine trait, behavioural and contingency theories of leadership effectiveness. Being future leaders of you organization, you will be able to recognize the differences between and need for transformational leadership and charismatic style of leading a team of employees and their effective outcomes. With an aim to equip you with new and innovative leadership approaches, the understanding will help you manage leadership styles in current business environment.

Module 5: Control

Module 5 deals with the theme of Controlling. Considering control as a critical issue facing every manager in every organization today, where managers need to find new ways of cutting costs, building employee morale and increasing productivity for long term survival of the organization, Chapter 14 introduces you with the basic mechanisms for controlling the organization. You will get understanding on the basic structure and objectives of the control process. You will be equipped with the capability to effectively control the financial performance of your organization involving the use of budgets and financial statements. Realizing the importance of high velocity changes in business environment and emerging trends in industrial setups.

Instructional Goals (or Course Objective) 

 By the end of the course, you will have honed the following skills: 

1. Identify and clearly define a problem/issue; 

2. Analyze and question data and information in a rigorous manner; 

3. Generate and organize qualitative and quantitative evidence to support arguments and recommendations; 

4. Make decisions with imperfect/incomplete data within a clearly defined timeframe (which is typically shorter than desired); 

5. Take a holistic approach to addressing issues facing an organization; understand and compensate for the effects of changes on all aspects of an organization; 

6. Listen to, respect and heed the advice and ideas of others; 

7. Present data and recommendations in a group setting and effectively defend your positions; 

8. Write in a clear and concise manner. 

Course (Student) Objectives 

· Ability to analyze and understand various leadership theories and the practice of leadership. Topics include leadership, motivation, groups, and influence.

· Understanding of management practices as planning, organizing, leading and controlling in a variety of organizational settings.

· Understanding of diversity in workplace settings, and its impact on leadership styles, communication processes, and relational behaviors. Enhance their effectiveness working with other individuals.

· Comprehensive understanding of systems in organizations that facilitate organization goal achievement as well as individual and group development.

· Understanding of the social and psychological factors that influence the management of groups and individuals in work settings, such as communication, leadership, decision-making, power, politics, and job design.

· Understanding of useful models for deciding what a company's policy and strategy should be and the methods, as well as the systematic analysis, used in developing policies and multi-level corporate strategies.

Course Content (or Course Outline) 

Session 1: Introduction

Chapter 1. Historical Foundation of Management
· One-to-one introduction

· Course Introduction, Teaching & Assessment Methodology

· Distribution of Course Packs

· A Brief History of Management: Various Management Perspectives

· Management in the Context of Pakistan

· Identify and investigate the developments in the history of management thoughts

· Describe major components of the classical and humanistic management perspectives

· Discuss the management science perspective and its current use in organizations

· Explain the major concepts of systems theory, the contingency view, and the total quality management

Learning Outcomes
Students will get learning on pre-classical management thinking, classical management thinking, and humanistic perspectives. The session will enable them get a detailed and unique view of the systems thinking and contingency theory alongside continuing management themes of 21st century.

Case Study: In the Beginning: A Bite Taken from the Apple

Session 2: Chapter 2. Organization-Environment Relations
· Defining and analyzing organizational environments: the modern perspective

· Modern theories of organization-environment relations

· Symbolic environmental analysis

· Postmodernism and organization-environment relations

Learning Outcomes

The main learning objective of the reading is to provide a basic understanding of the modern perspective of organizational environment, organization and to explain how environmental, strategic, and technological factors affect the design of organizations. It also explains the different roles of a manager and management issues. 

IKEA Case Study: A Natural Step Case Study

Session 3: Chapter 3. Organizational Social Structure
· Origins of the social structure concept

· Modernist theories of organizational social structure 

· Symbolic approaches: social practices, institutional logics, and community

· Postmodern social structure: differentiation, feminist organizations, and anti-administration
Learning Outcomes

These readings provide the theoretical background of social structure that how it is evolved. After this session students will be able to find out that how social practices, institutional logics and community will act as symbolic approaches will help establish postmodern social structure.

Case Study: Management Of Organisations: Virgin Group

Session 4: Chapter 4. Organizational Culture
· Defining culture, subculture, silos and cultural strength

· Describing the history of organizational culture in the light of organization theory

· Understanding culture and change 

Learning Outcomes

Organizational culture is a system of shared assumptions, values, and beliefs that helps individuals understand which behaviours are and are not appropriate within an organization. Through this session students will be able to learn that cultures can be a source of competitive advantage for organizations. Strong organizational cultures can be an organizing as well as a controlling mechanism for organizations. And finally, organizational culture consists of three levels: assumptions that are below the surface, values, and artefacts.
Case Study: Organizational Culture in Google Inc.
Session 5: Chapter 5. Managerial Ethics and Corporate Social Responsibility
· Define ethics and explain how ethical behavior relates to behavior governed by law and free choice

· Explain the utilitarian, individualism, moral rights and justice approaches for evaluating ethical behavior

· Describe how both individual and organizational factors shape ethical decision making

· Define corporate social responsibility and how to evaluate it among economic, legal, ethical and discretionary criteria 

· Describe four organizational approaches to environmental responsibility   

Learning Outcomes

This session seeks explore the relationship between ethics and business and the subsequent theories of justice and economics across different cultural traditions. It will help explain the relationship between ethics, morals and values in the workplace. Students will be able to formulate ethical philosophy to explain how it contributes to current practice and analyses some of the competing demands on business when scrutinizing the ethics of business activity. It will help them critically apply understanding of ethics to real-world contexts, gather and analyses information by way of undertaking a research project on a topic relevant to business ethics. 

Case for Cortical Analysis: Massengill’s Department Store 
Session 6: Chapter 6. Organizational Planning and Goal Setting
· Explain the concept of organizational mission and how it influences goal setting and planning

· Describe the types of goals an organization should have and why they resemble a hierarchy

· Define characteristics of effective goals

· Describe four essential steps in MBO process

· Describe and explain the importance of three stages of crisis management planning

· Describe how planning in the new workplace differs from traditional approaches to planning 

Learning Outcomes

This session seeks to inculcate goal setting skills in the students in the context of a particular organization given its own unique trends, traits and priorities. These readings will provide the importance as well as the limitations of planning. Listening, feedback, empathy, questioning and confrontation are the main set of skills explored in the session through different in-class activities. 

Case for Critical Analysis: H.I.D.

Session 7: Chapter 7. Strategy Formulation and Implementation
· Describe strategic planning process and SWOT analysis

· Understand grand strategies for domestic and international operations

· Define corporate and business level strategies 

· Explain major considerations in formulating functional strategies

· Enumerate the organizational dimensions used for implementing strategies

Learning Outcomes

These readings capture the basics of strategic management. They introduce the students to key terms and concepts of the field and present a workable model for developing and implementing strategies in organizations. They also highlight some pitfalls and limitations of the traditional strategic management model.

Case for Critical Analysis: Starbucks Coffee

Session 8: Chapter 8. Managerial Decision Making

· Describe classical, administrative and political models of decision making and their applications

· Identify six steps used in managerial decision making

· Explain four personal decision styles used by managers

· Discuss advantages and disadvantages of participative decision making

· Identify the techniques for improving decision making in today’s fast-moving and uncertain environment
Learning Outcomes

Decision making is the heart of a manager’s job. These readings give the know-how about the essence of decision making process. The students will get awareness about the factors that influence a manager in his/her decision making process.

Case for Critical Analysis: The Merger
Session 9: Chapter 9. Fundamentals of Organizations
· Define fundamental characteristics of organizing

· Define functional approach to structure

· Describe divisional approach to structure

· Explain matrix approach to structure and its application to both domestic and international organizations

· Explain contemporary team and network structures and why they are being adopted by organizations

· Discuss the advantages and disadvantages of new virtual approach to organizing  
Learning Outcomes

Keeping in view the idea of management function of organizing, this session will give the basic idea about its fundamental characteristics. It will give a clear understanding of the functional, divisional and matrix approaches to structure, working in team based setup and consider their advantages and disadvantages in the notion of organizing.
Case for Critical Analysis: Tucker Company 
Session 10: Chapter 10. Using Structural Design to Achieve Strategic Goals
· Explain why organizations need coordination across departments and hierarchical levels

· Describe mechanisms for achieving coordination and when they may be applied

· Explain major differences between traditional vertical organizations and the new workplace learning organization

· Describe how structure can be used to achieve an organization’s strategic goals

· Describe how organization structure can be designed to fit environmental uncertainty

· Explain the types of departmental interdependence and how structure can be used to accommodate them   
Learning Outcomes

The first session of the organizing module prepares the students to understand the essence of the process of organizing. A two-variable window of technological and environmental factors is used as the basis to present the functional, place, product, multidivisional, multinational and network designs of organizations. 

Case for Critical Analysis: Malard Manufacturing Company 
Session 11: Chapter 11. Foundations of Behaviour in Organizations 
· Discuss the importance of work-related attitudes

· Identify major personality traits and describe how personality can influence workplace attitudes and behaviors

· Define components of emotional intelligence and explain why they are important for managers in today’s organizations 

· Explain how people learn in general and in terms of individual learning styles

· Discuss the effects of stress and identify ways individuals and organizations can manage stress to improve employee health, satisfaction and productivity  
Learning Outcomes

This session will enable students analyse the behaviour of individuals and groups in organisations in terms of the key factors that influence organisational behaviour; assess the potential effects of organisational‐level factors (such as structure, culture and change) on organisational behaviour; critically evaluate the potential effects of important developments in the external environment (such as globalisation and advances in technology) on organisational behaviour; and analyse organisational behavioural issues in the context of organisational behaviour theories, models and concepts.
Case for Critical Analysis: Volkswagen’s Ferdinand Piëch  
Session 12: Chapter 12. Motivation in Organizations
· Identify and explain the theories of motivation 
· Describe reinforcement theory and how it can be used to motivate employees
· Discuss major approaches to job design and how job design influences motivation
· Discuss how empowerment heightens employee motivation  
Learning Outcomes
Students learn some fundamental theories and styles of motivating individuals and teams. Some myths about motivation are dispelled and different motivational strategies used to motivate different types of people are also discussed.

Case for Critical Analysis: Kimbel’s Department Store
Session 13: Chapter 13. Leadership in Organizations
· Explain the five approaches of power and how each causes different subordinate behavior

· Describe leader behaviors of initiating structure and consideration and when they should be used

· Describe Hershey and Blanchard’s situational theory and its application to subordinate participation

· Explain the path goal model of leadership

· Discuss how leadership fits the organizational situation and how organizational characteristics can substitute for leadership behaviors

· Describe transformational leadership and when it should be used
· Explain innovative approaches to leadership in the new workplace    

Learning Outcomes

Students will get know-how about different leadership styles and how they affect the employees. The activities reinforce the theories and concepts learnt through the readings.
Case for Critical Analysis: DGL International 

Session 14: Chapter 14. The Importance of Control
· Explain the concept of organizational control why is it a key to organizational success

· Discuss the use of financial statements, financial analysis, and budgeting as management control

· Describe the concept of total quality management and major TQM techniques

· Identify current trends in financial control and discuss their impact on organizations

· Explain the value of open-book management as new workplace approaches to control  
Learning Outcomes
Theoretical foundations for understanding the types and process of managerial controls are built in this session. Issues of management and strategic control, behavioural effects of management controls, management control problems, characteristics of sound controls, avoidance of control problems and, control alternatives would be discussed in some detail. 

Case for Critical Analysis: Lincoln Electric
Session 15: Ratio Analysis
· Explain the meaning, objectives and limitations of accounting ratios
· Identify various types of ratios commonly used

· Calculate various ratios to assess solvency, liquidity, efficiency, and profitability of the firm

· Interpret the various ratios calculated for intra-firm and inter-firm comparisons
· Select an appropriate benchmark for use in performing a financial ratio analysis  

Recommended Book (s) & Text:

· Daft, R. L. (2016). Management. 12 edition. Cengage Learning
· Daft, R. L. (2015). Organization theory and design. Cengage learning.
· Hatch, M. J., & Cunliffe, A. L. (2013). Organization theory: modern, symbolic and postmodern perspectives. Oxford university press.
E-Resources:

http://moodle.umt.edu.pk/
ASSESSMENT METHODOLOGY

	Class Participation
	25

	Quizzes 
	-

	In-Class Activities / Class Work / Case Studies
	40

	Presentation
	-

	Final Term Exam
	35

	Total
	100


CALENDAR OF ACTIVITIES

	Session
	Sub-Topic
	Readings 
	Activities

	1
	Introduction
Historical Foundation of Management


	Chapter – 1 
	Orientation
In-Class Activity

	2
	Organization-Environment Relations
	Chapter – 2
	In-Class Activity

	3
	Organizational Social Structure
	Chapter- 3
	In-Class Activity

	4
	Organizational Culture
	Chapter – 4 
	In-Class Activity

	5
	Managerial Ethics and Corporate Social Responsibility
	Chapter – 5 

	In-Class Activity

	6
	Organizational Planning and Goal Setting
	Chapter – 6 
	In-Class Activity

	7
	Strategy Formulation and Implementation
	Chapter – 7 
	In-Class Activity

	8
	Managerial Decision Making
	Chapter – 8 
	In-Class Activity

	9
	Fundamentals of Organizations
	Chapter – 9 
	In-Class Activity

	10
	Using Structural Design to Achieve Strategic Goals
	Chapter – 10 
	In-Class Activity

	11
	Foundations of Behaviour in Organizations
	Chapter – 11 
	In-Class Activity

	12
	Motivation in Organizations
	Chapter – 12
	In-Class Activity

	13
	Leadership in Organizations
	Chapter – 13
	In-Class Activity

	14
	The Importance of Control
	Chapter – 14
	

	15
	Ratio Analysis
	
	


14
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