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DIRECTING

DEFINITION

""Activating deals with the steps a manager takes to get sub-ordinates and others to
carry out plans' - Newman and Warren.

Directing concerns the total manner in which a manager influences the actions of
subordinates. It is the final action of a manager in getting others to act after all preparations have
been completed.

Characteristics

« Elements of Management

« Continuing Function

« Pervasive Function

« Creative Function

« Linking function

« Management of Human Factor
Scope of Directing

« Initiates action

« Ensures coordination

« Improves efficiency

« Facilitates change

« Assists stability and growth
Elements of Directing

The three elements of directing are

« Motivation

« Leadership

« Communication
CREATIVITY AND INNOVATION

Often used interchangeably, they should to be considered separate and distinct. Creativity
can be described as problem identification and idea generation and innovation is considered as
idea selection, development and commercialization. Creativity is creation of new ideas and
Innovation is implementation of the new ideas.
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There cannot be innovation without creativity. There can be creativity without innovation
but it has no value. Steps involved in creativity
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c) Preparation: This is the first stage at which the base for creativity and innovation is defined;
the mind is prepared for subsequent use in creative thinking. During preparation the individual is
encouraged to appreciate the fact that every opportunity provides situations that can educate and
experiences from which to learn.

The creativity aspect is kindled through a quest to become more knowledgeable. This can

be done through reading about various topics and/or subjects and engaging in discussions with
others. Taking part in brainstorming sessions in various forums like professional and trade
association seminars, and taking time to study other countries and cultures to identify viable
opportunities is also part of preparation. Of importance is the need to cultivate a personal ability
to listen and learn from others.

d) Investigation: This stage of enhancing entrepreneurial creativity and innovation involves the
business owner taking time to study the problem at hand and what its various components are.

¢) Transformation: The information thus accumulated and acquired should then be subjected to
convergent and divergent thinking which will serve to highlight the inherent similarities and
differences. Convergent thinking will help identify aspects that are similar and connected while
divergent thinking will highlight the differences. This twin manner of thinking is of particular
importance in realizing creativity and innovation for the following reasons:

1 One will be able to skim the details and see what the bigger picture is the
situation/problem’'s components can be reordered and in doing so new patterns can be
identified.

2. It will help visualize a number of approaches that can be used to simultaneously tackle
the problem and the opportunity.

3. One's decision-making abilities will be bettered such that the urge to make snap decisions
will be resisted.
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¢ Incubation: At this stage in the quest for creativity and innovation it is imperative that the
subconscious reflect on the accumulated information, i.e. through incubation, and this can be
improved or augmented when the entrepreneur:

e Engages in an activity completely unrelated to the problem/opportunity under scrutiny.

e Takes time to daydream i.e. letting the mind roam beyond any restrictions self-imposed
or otherwise.

e Relax and play

e Study the problem/opportunity in a wholly different environment

d) IHlumination: This happens during the incubation stage and will often be spontaneous. The
realizations from the past stages combine at this instance to form a breakthrough.

e) Verification: This is where the entrepreneur attempts to ascertain whether the creativity of
thought and the action of innovation are truly effective as anticipated. It may involve activities
like simulation, piloting, prototype building, test marketing, and various experiments. While the
tendency to ignore this stage and plunge headlong with the breakthrough may be tempting, the
transformation stage should ensure that the new idea is put to the test.

MOTIVATION AND SATISFACTION
Motivation

"Motivation" is a Latin word, meaning "to move". Human motives are internalized goals
within individuals. Motivation may be defined as those forces that cause people to behave in
certain ways. Motivation encompasses all those pressures and influences that trigger, channel,
and sustain human behavior. Most successful managers have learned to understand the concept
of human motivation and are able to use that understanding to achieve higher standards of
subordinate work performance.

According to Koontz and O'Donnell, "Motivation is a class of drives, needs, wishes and
similar forces".

NATURE AND CHARACTERISTICS OF MOTIVATION

Psychologists generally agree that all behavior is motivated, and that people have reasons
for doing the things they do or for behaving in the manner that they do. Motivating is the work a
manager performs to inspire, encourage and impel people to take required action.

The characteristics of motivation are given below:-
Motivation is an Internal Feeling

Motivation is a psychological phenomenon which generates in the mind of an individual
the feeling that he lacks certain things and needs those things. Motivation is a force within an
individual that drives him to behave in a certain way.

Motivation is Related to Needs
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Needs are deficiencies which are created whenever there is a physiological or
psychological imbalance. In order to motivate a person, we have to understand his needs that call
for satisfaction.

Motivation Produces Goal-Directed Behaviour

Goals are anything which will alleviate a need and reduce a drive. An individual's
behavior is directed towards a goal.

Motivation can be either Positive or Negative

Positive or incentive motivation is generally based on reward. According to Flippo -
"positive motivation is a process of attempting to influence others to do your will through the
possibility of gain or reward".

Negative or fear motivation is based on force and fear. Fear causes persons to act in a
certain way because they are afraid of the consequences if they don't.

IMPORTANCE OF MOTIVATION

A manager's primary task is to motivate others to perform the tasks of the organization.
Therefore, the manager must find the keys to get subordinates to come to work regularly and on
time, to work hard, and to make positive contributions towards the effective and efficient
achievement of organizational objectives. Motivation is an effective instrument in the hands of a
manager for inspiring the work force and creating confidence in it. By motivating the work force,
management creates "will to work" which is necessary for the achievement of organizational
goals. The various benefits of motivation are:-

« Motivation is one of the important elements in the directing process. By motivating the
workers, a manager directs or guides the workers' actions in the desired direction for
accomplishing the goals of the organization.

« Workers will tend to be as efficient as possible by improving upon their skills and knowledge
so that they are able to contribute to the progress of the organization thereby increasing
productivity.

« For performing any tasks, two things are necessary. They are: (a) ability to work and (b)
willingness to work. Without willingness to work, ability to work is of no use. The
willingness to work can be created only by motivation.

« Organizational effectiveness becomes, to some degree, a question of management's ability to
motivate its employees, to direct at least a reasonable effort towards the goals of the
organization.

« Motivation contributes to good industrial relations in the organization. When the workers are
motivated, contented and disciplined, the frictions between the workers and the management
will be reduced.

« Motivation is the best remedy for resistance to changes. When changes are introduced in an
organization, generally, there will be resistance from the workers. But if the workers of an
organization are motivated, they will accept, introduce and implement the changes whole
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heartily and help to keep the organization on the right track of progress.

« Motivation facilitates the maximum utilization of all factors of production, human, physical
and financial resources and thereby contributes to higher production.

« Motivation promotes a sense of belonging among the workers. The workers feel that the
enterprise belongs to them and the interest of the enterprise is their interests.

« Many organizations are now beginning to pay increasing attention to developing their
employees as future resources upon which they can draw as they grow and develop.

SATISFACTION

Employee satisfaction (Job satisfaction) is the terminology used to describe whether
employees are happy and contented and fulfilling their desires and needs at work. Many
measures purport that employee satisfaction is a factor in employee motivation, employee goal
achievement, and positive employee morale in the workplace.

Employee satisfaction, while generally a positive in your organization, can also be a
downer if mediocre employees stay because they are satisfied with your work environment.

Factors contributing to employee satisfaction include treating employees with respect,
providing regular employee recognition, empowering employees, offering above industry-
average benefits and compensation, providing employee perks and company activities, and
positive management within a success framework of goals, measurements, and expectations.

Employee satisfaction is often measured by anonymous employee satisfaction surveys
administered periodically that gauge employee satisfaction in areas such as:

¢ management,

« understanding of mission and vision,

« empowerment,

« teamwork,

« communication, and

« Co-worker interaction.

The facets of employee satisfaction measured vary from company to company.

A second method used to measure employee satisfaction is meeting with small groups of
employees and asking the same questions verbally. Depending on the culture of the company,
either method can contribute knowledge about employee satisfaction to managers and
employees.

JOB DESIGN

It is the process of Work arrangement (or rearrangement) aimed at reducing or overcoming job
dissatisfaction and employee alienation arising from repetitive and mechanistic tasks. Through
job design, organizations try to raise productivity levels by offering non-monetary rewards such
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as greater satisfaction from a sense of personal achievement in meeting the increased challenge
and responsibility of one's work.

Approaches to job design include:

o Job Enlargement: Job enlargement changes the jobs to include more and/or different
tasks. Job enlargement should add interest to the work but may or may not give employees more
responsibility.

o Job Rotation: Job rotation moves employees from one task to another. It distributes the
group tasks among a number of employees.

o Job Enrichment: Job enrichment allows employees to assume more responsibility,
accountability, and independence when learning new tasks or to allow for greater participation
and new opportunities.

TYPES OF MOTIVATION TECHNIQUES

If a manager wants to get work done by his employees, he may either hold out a promise
of a reward (positive motivation) or he/she may install fear (negative motivation). Both these
types are widely used by managements.

a) Positive Motivation:

This type of motivation is generally based on reward. A positive motivation involves the
possibility of increased motive satisfaction. According to Flippo - "Positive motivation is a
process of attempting to influence others to do your will through the possibility of gain or
reward". Incentive motivation is the "pull" mechanism. The receipt of awards, due recognition
and praise for work-well done definitely lead to good team spirit, co-operation and a feeling of
happiness.

« Positive motivation include:-

« Praise and credit for work done

« Wages and Salaries

« Appreciation

« Asincere interest in subordinates as individuals
« Delegation of authority and responsibility

b) Negative Motivation:
This type of motivation is based on force and fear. Fear causes persons to act in a certain way

because they fear the consequences. Negative motivation involves the possibility of decreased
motive satisfaction. It is a "push™ mechanism. The imposition of punishment frequently results in
frustration among those punished, leading to the development of maladaptive behaviour. It also
creates a hostile state of mind and an unfavourable attitude to the job. However, there is no
management which has not used the negative motivation at some time or the other.
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