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Preface:

This chapter aims to clarify the meaning of management and planning. The
subject of management is so vast that few pages alone cannot be sufficient
to impart more than an outline. This chapter also, introduces the concept of
management and its functions. Furthermore, it identifies the concept of

planning its kinds, elements and stages.

1- Management: The Concept

Management is a process which is constantly changing as the result of
continuous research made available and incorporated in management

knowledge.

The responsibilities and activities of managers are also becoming more
complex each year due to new techniques and knowledge; the technology

of information processing and the uncertainty of the external environment.
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The word management is defined by many specialists. The following are

some definitions:

1-

Robert Appleby defines management as a process by which scarce
resources (human, material and financial) are combined to achieve

given ends.

Andrew Dubrin defines management as the process of working with

and through individuals and groups to accomplish organizational goals.

Abdel Karem Darwish defines management as the process of
cooperation and coordination between human and material resources

to achieve a planned aim.

Abdel Fatah El Sherbeny & Ahmed Fahmy Galal define management
as the process of determining and realizing aims: through practicing
the main four functions of management (planning, organizing, direction

and control) and by using the human and material resources.

2- Functions of Management

Main functions of management can be identified as following:
- Planning

- Organizing

1
2
3- Commanding
4-  Co-ordinating
5

- Controlling
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Other specialists see the main functions of management are four as following:

1- Planning
2- Organizing
3- Direction
4-  Control

The third party sees the main functions of management as five:
1- Planning
2- Organizing
3- Staffing

4- Leading

5- Controlling

The following is a brief idea on these functions:

1- Planning: ( Will be explained latter)

2- Organizing: This activity is concerned with dividing work and allocating
it among groups and persons and determining their responsibilities and

relations and the extent of their delegation.
3- Commanding: The exercise of centralized authority and leadership.

4- Co-ordinating: Co-ordinating involves seeing that all groups and persons
work efficiently and economically, in harmony, towards the common

objective.
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Controlling: The activity involved in checking that plans have been

carried out and attending to any deviations.

3- Planning! The Definition

Planning is very important for every individual, group, organization and

society.

Planning is the only mean to realize our aims in a scientific and rational

way, specially in the light of scarce resources.

The following are some definitions for this concept:

1-

Gilbert and Specht define planning as a conscious trial to solve
problems and control the events in the future by predicting, foreseeing,
systematic thinking and investigating, putting into consideration the

factor of value when choosing between alternatives available.

In words of A. Wildavsky, planning may be seen as the ability to control
the future consequences of present actions ... Its purpose is to make
the future different from what it would have been without this
intervention ... to change the future, one must be able to get people to

act differently than they otherwise Would.

M. Richard defines planning as a mental process to meet the needs,
using resources and choosing the best path from alternative paths and

putting it into a plan and budget to meet set goals in the future.
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4-
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E. Kelly & B. Becker define planning as a rational way of preparing for
the future. It typically involves the gathering and analysis of data, the
examination of possible future trends, the consideration of alternative
scenarios, some sort of analysis of costs and benefits of those scenarios,

choosing a preferred scenario, and a plan implementation.

R. Barker defines planning as the process of determining future goals
and evaluating ways that can in a way achieve those goals and choosing

from alternatives available which determine the suitable work paths.

G. Dessler defines planning as a process of establishing goals and
standards; developing rules and procedures, developing plans and

forecasting- predicting or projecting some future.

Appleby defines planning as the process of forecasting future
circumstances and requirements, deciding objectives, making long - and
short-term plans, determining policies to be followed and the standards

to be set.

R. Stewart defines planning as a process includes the forecasting and
selecting of objectives with the polices , programs and procedures for

achieving them. It involves making choices, Le. decision making.

Planning is the work or action that gives answers to the following

questions:
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- What?
- Why?
- Who?
- Where?
- When?
In other words planning gives answers to the following questions:
- What to do?
- How to do it?
- Whentodoit?

- By whom it is to be done?

4- The Basic Planning €ycle :

C. Grable illustrates in figure 1 the basic planning cycle The figure also
indicates that the planning cycle is continuous

Strategy Action

Goal

Figure (1)
Basic Planning Cycle
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5- The Basic Planning Elements:

We can determine three basic elements in the planning process, as following:

Goa

Interaction

Time ¥’ Resource

Figure (2)
Basic Planning Elements

There are several kinds of planning, the following are some examples:

1- According to the planning field:
There are social, economic, cultural, educational, military, transportation

and environmental planning ...

2- According to the planning target:

There are human resources, financial and environmental planning, ...
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3- According to the planning level:

There are local, national, regional and international or global planning.

4- According to the level of work units:
There are:
a- micro planning ( the level of individuals and families)
b- mezzo planning ( the level of groups and organizations)
c- macro planning (the level of community, society, the regional and

global levels ).

5- According to the planning scope or degree:
There is comprehensive planning for all the society sectors, and partial

planning for one or more sectors in the society.

6- According to the time dimension:

There are:

a- Short term planning, the time horizon is usually one year.

b- Middle term planning, the time horizon is usually three to five years.

c- Long term planning, the time horizon is usually five years or more.
The long term planning is called - in most management books strategic
planning.

The following section will throw light in details on this concept.
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7- Planning For People

The need for flexibility is understandable. The best approach for any
particular program to take depends on a multitude of constantly changing
variables, including the availability of appropriate technology, the incidence
of insects or disease, market prices and demand, the availability of inputs,
access to means of transportation, the people's attitude toward the program,
and the levels of enthusiasm and technical understanding of program

personnel and trainees.

Unexpected changes in any of these variables may force the program to
make major changes in approach. Furthermore, even if all these conditions
were stable, development is complex enough that any good program will be

constantly discovering new and better approaches to use .

Still, the most important reason for maintaining flexibility in planning is to
make room for the second special characteristic of good development

planning: people participation. Participation by people.

In the early stages of a program, the people ability to participate constructively
in planning may be limited. They can provide knowledge of local conditions.
Judge the cultural acceptability of different strategies, and help decide
when certain activities should be carried out. But this may be about all they
can do. Why? One reason is that people will probably have little idea as to

how a program is best organized or how to communicate. new ideas to
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others. They may also have little understanding of the basic biological, social

and economic causes of their problems, and even less of an understanding

of the nature, inherent difficulties, or potential results of the possible solutions.

8- Stages of Program Planning
The planning process consists of five basic stages:
1- Gathering information,
2- Establishing goals and objectives,
3- Developing a work plan,
4-  Preparing the budget, and
5

- Evaluation.

In practice, these are not distinct successive stages. Planning inevitable

moves in a series of loops and digressions, with two or three.

Stages often proceeding simultaneously. For example, monitoring may
suggest a new work plan or the need to gather more information, while
budgetary limitations may necessitate a lowering of objectives or the
adoption of a less expensive work plan. Nevertheless, the above' steps will

be discussed in the order listed.

1-Gathering information

We should remember that information gathering is not a one-shot process.
A good program continues to gather information about the area it is working

in throughout -the life of the program.
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2-Estabtishing goals and objectives

Although agreement is not universal, a consensus is developing as to the
specific meanings of the words "goals" and "objectives." The word "goals"
refers to the broad, overall aims of a program, the general solutions to the
problems addressed. Goals are idealistic, long-range, and sometimes

unquantifiable.

The first step in establishing goal~ and objectives is to choose which of the
problems to work on. Then. the program can decide on its long-term goals-
that is, in what general way it will overcome these problems. And finally, it

can formulate its shorter-term objectives.

3- Developing a work plan

The program work plan tells specifically what activities must be carried out,
when, and by whom. To develop the plan, the program must decide what
activities (including administration, monitoring, and long-term planning)
need to be performed to reach each one of its objectives. The plan will then
include a list of these activities with a time-frame and allocation. of

responsibility for each one.
4- Preparing the budget

Once the program has established its work plan, it can write up a budget.

Probably the greatest danger in budgeting is that of succumbing to over-
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generous offers of funding. Nearly everyone in the field has seen at least

one good program 'destroyed by an overzealous funding agency. Programs

should respond to the needs of the people, not of the donor agencies.
5- Monitoring

To avoid confusion, a distinction will be made here between two fundamentally
different activities usually included in the term ."evaluation." The word
"monitoring" will be used to denote those activities, such as maintaining
feedback' from the people and doing simple surveys during the course of
the program, that have as a primary aim the improving of the program's

own effectiveness.

"Evaluation,” on the other hand, will refer to those larger, studies of
program. impact and methodology that are done primarily for the benefit of
funding agencies or other development programs. For the latter purpose,
more energetic, scientifically controlled studies are used. Usually they are
conducted when a program is ending, but -may also be done once or twice
during the course of the program or up to ten years after the program has
closed down.

O9- What S¢tops People from Planning Effectively?

1- Lack of training.

Some people plan their day-to-day work, their finances and their personal
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lives. However, they may not understand or have learnt about all the tools

and techniques that are required to plan effectively.

2- Over confidence.

Some people think that if they just get on with things, they will be able to
deal with any problems as they arise. When people have gained a great
amount of experience they may plan 'subconsciously', meaning that things can

get overlooked. Therefore thorough, formal planning is invariably beneficial.

3- Short-term outlook.

Some people do not want to think beyond tomorrow, they are not

committed to long-term aims or ambitions and do not plan.

4- Resistance to change.

Some people prefer things ‘as they are' and do not want change. Therefore,

they do not plan to do things differently in future.

5- Fear.

Some people are afraid that if they undertake a major project or activity

they may fail; therefore they avoid planning.

267




Ao bl fadll
6- Past experience.

If in the past, a carefully planned activity has gone seriously wrong it may
be that planning is seen to be of little positive use. Of course this is not the

case, planning is very beneficial.

10- What Organisational Blockages to Planning
Exis¢?

1- Just do it!

Some organisations view that planning is wasting time that can be spent
'doing it' This may be the case where processes are straightforward or
where management are so experienced that the planning has been done
so many times before that it is now done subconsciously. This does not
necessarily allow the less experienced to understand the planning process

or prepare them to plan for exceptional needs.

2- Resistance to planning.

Some organisations have never made planning a formal activity and those
in charge are not inclined to be highly organised and detail-oriented, this

engenders a culture where planning is not given priority.
3- Fire-fighting.

Some operations exist by going from one emergency to another and are so
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busy fixing the current urgent problem, that time is never made available for

planning.

4- Organisational performance management systems.

Where no formalised or organised performance management system exists,
good performance may not be properly recognised and rewarded. In turn,
poor performance is neither identified nor rectified and people avoid

drawing attention to themselves by 'keeping their heads down'.
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