
  
                                                    QUESTIONS 

NUMBER ONE 

The art of successful delegation does not come easily to managers, and many have 
often performed some tasks themselves instead of delegating. 
 
i) Outline the factors that would influence a manager‟s decision to delegate 

authority and assign subordinates.                           (10 
marks) 

ii) Identify the major barriers to delegation.             (10 marks) 
                                                                                                          (Total : 20 
marks) 
 
NUMBER  TWO 

Describe the traditional functions of channel intermediaries and comment on their 
applicability to services marketing.                      (Total: 20 marks) 
 
NUMBER   THREE  

Objectives are needed in every area where performance and results directly and vitally 
affect the survival and prosperity of the business.  Discuss this statement and identify 
those key objectives considered to be most important to a business.    (Total: 20 
marks) 
 
NUMBER  FOUR  

Outline the role of committees and examine their importance as part of an 
organizations‟ management structure.                                                                         
(Total: 20 marks) 
 

NUMBER FIVE  

The jobbing, batch and mass types of production have their own distinctive systems 
of operation and their own problems of production, planning and control. 
 
Examine the circumstances which would justify the adoption of: 
 
a) jobbing production     (7 marks) 
b) batch production                         (6 marks) 
c) flow/mass production       (7 marks) 
                                                (Total 20 marks) 
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NUMBER  SIX  

a) What are the key characteristics of charismatic leaders?                       (10 
marks) 

b) How is visionary leadership different from charismatic leadership    (10 marks) 
                                                  (Total 20 marks) 
 
 

 

 

NUMBER  SEVEN 

What steps would you advice management to take to prepare themselves to negotiate 
over a trade union‟s claim for an increase in remuneration at a time of economic 
downturn?                                          (Total: 20 marks) 
 
NUMBER  EIGHT  

How might the concept of Business Process Re-engineering (BPR) be distinguished 
from other approaches to work design?  Give examples to illustrate your answer.    
                                                                   (Total: 20 marks) 
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                                          ANSWERS 
  
NUMBER ONE 

Delegation is essentially a power sharing process in which individual managers 
transfer part of their legitimate authority to subordinates but without passing on their 
own ultimate responsibility for the completion of the overall task which has been 
entrusted to them by their own superiors. 
 
Delegation does not come easy to most managers.  It takes time, effort and 
confidence in one‟s team members to explain what is wanted and then let them go 
away and do it, whilst trusting that they will not disappoint you. 
 
Factors that influence a manager‟s decision to delegate authority: 

 Delegation relieves senior managers of less important or less immediate 
responsibilities in order to concentrate on more important duties.  The degree of 
pressure thus influences a decision to delegate. 

 The degree to which the manager feels able to cope with the risks associated with 
delegation.  He will face the consequences of actions of juniors. 

 The capabilities and experience of the sub-ordinates. 

 An assessment of how much benefit the subordinate will obtain from being given 
increased responsibility.  Delegation may be good for individual growth and 
morale. 

 The cost involved in the work to be delegated i.e. financial cost or reputation with 
customer.  It is good not to risk losing customers and also to weigh the cost of a 
mistake by a subordinate. 

 The amount of help available to the subordinate from colleagues. 

 The intention to use the opportunity to delegate as part of the subordinates 
planned development at work.  Delegation helps to enrich individual‟s jobs. 

 The desire of the manager to motivate subordinates and improve morale. 

 The urgency of the task 

 The sensitivity or confidentiality that should be maintained. 
 
BARRIERS TO EFFECTIVE DELEGATION 

 Desire to retain personal control over work hence unwillingness to delegate. 

 Fear that the subordinates may be so successful that the superior‟s own job may be 
threatened. 

 Inability of busy managers to see the need to delegate. 
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 Inability to make time to brief subordinates and have a planned delegation. 

 Unwillingness of subordinates to carry additional responsibilities. 

 Insufficient training to enable subordinates to be adequately prepared to accept 
greater responsibilities. 

 Complexity of work.  This limits the number of people who are able to carry it out 
safely and correctly. 

 Uncertain nature of work e.g. technical or scientific research and development 
requires experienced staff. 

 A feeling of inadequacy - a manager who is not competent fears that they will 
expose their lack of skill through delegation. 

 Negative personal attitudes - some managers lack confidence and trust in 
subordinates. 

 Unwillingness to let go - managers who are unwilling to part with some of their 
authority find it difficult to delegate. 

 Unwillingness to let others make mistakes - some managers don‟t see mistakes as 
part of learning and fear being let down by subordinates. 

 
NUMBER  TWO 

A distribution channel is a set of interdependent organizations involved in the process 
of making a product or service available for use or consumption by the consumer or 
business user. 
 
Why are marketing intermediaries used? 
 
Most producers use intermediaries to bring their products to the market and in so 
doing forge a distribution channel. 
 

 Intermediaries make goods available to target markets more efficiently - through 
their contacts, experience, specialization and scale of operation, they offer more 
than the firm can achieve on its own. 

 They also provide economies of scale and reduce the number of contacts; this 
reduces the amount of work that must be done by both producers and consumers. 

 They also transform the assortment of products made by producers into 
assortments wanted by customer thus playing a very important role of matching 
supply and demand. 

 Many producers lack financial resources to carry out direct marketing 

 In some cases direct marketing is not feasible to producers because if they 
establish retail shops, they have to sell a lot of products as well. 
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THE FUNCTIONS OF CHANNEL INTERMEDIARIES 
Members of the marketing channel perform the following functions: 

 Information:  gathering and distributing marketing research information about 
factors and forces in the marketing environment needed for planning and aiding 
exchange e.g. potential customers and competitors. 

 Promotion:  developing and spreading persuasive communications about an offer 

 Contact:  finding and communicating with prospective buyers. 

 Matching:  shaping and fitting the offer to buyers‟ needs including activities as 
manufacturing, grading, assembling and packaging. 

 Negotiation:  the attempt to reach final agreement on the price and other terms 
so that transfer of ownership can be affected. 

 Ordering:  involves communicating the intentions to buy to the manufacturer. 

 Financing:  the acquisition and allocation of funds required to finance inventories 
at different levels of the marketing channel. 

 Risk taking:  the assumption of risks connected with carrying out the channel 
work. 

 Physical distribution:  transporting and storing goods. 

 Title:  the actual transfer of ownership from one organization or person to 
another. 

 
Intermediaries are necessary; if a manufacturer performs channel functions, his costs 
go up and the prices become higher.  When some functions are shifted to 
intermediaries, the producers‟ costs and the prices become lower.  The use of 
intermediaries should not be viewed negatively to be a way of placing a firm‟s destiny 
in their hands because both producers and buyers do gain several advantages from 
these intermediaries who do a lot to smoothen the flow of goods and services. 
 
NUMBER  THREE 

Objectives describe something that has to be accomplished - a point to be aimed at.  
An objective is the end towards which all activities in an organization are aimed at i.e. 
the desired end of every activity.  Corporate objectives specify what the organization 
is meant to accomplish.  Objectives can be either long term or short term. 
 
The setting of objectives is a major part of corporate planning.  Strategic objectives 
are normally set for all the major functions of the organization and they sum up what 
the organization intends to be during the foreseeable future.  Tactical objectives are 
set in the short term and in quantifiable and specific terms to help in achieving the 
strategic objectives. 
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Setting objectives in every area offers the following advantages to businesses: 

 Enables managers to see their priorities clearly. 

 Provides specific targets to work for. 

 Provides a sound basis for performance measurement. 

 Provides useful material for assessing the training needs of managers. 

 Provides specific direction to individual efforts and activities of the organization. 

    Provides mechanisms of control and therefore helps the initiation of corrective 
measures. 

    Provides motivation to those given the task of accomplishing them. 

    Achievement of objectives lead to job satisfaction. 

 The objectives are a basis of decentralization and delegation. 
 
Objectives also have their setbacks: 

 The process of setting objectives is time consuming and setting verifiable goals is 
difficult 

 Conditions in the environment change too frequently for some objectives to work 

 Inflexibility - subordinates may stick to goals set even when conditions change. 

 Failure to give guidelines by objective setters leads to failed plans. 

 Some objectives are in-appropriated and unattainable. 
 
Peter Drucker in „The Practice of Management‟ suggests the following classification 
of objectives that cover all areas: 

 Profitability - The primary objective of a profit earning business is generally 
accepted as the maximization of profits. 

 Innovation - The management must decide whether it intends to lead in 
developing technology and products, to follow other companies or to design 
customer needs. 

 Market standing - Objectives will include the products which will be sold in the 
market. 

 Productivity - Targets should be set in terms of output in relation to manpower, 
plant, material yields and costs. 

 Manager Performance and development - objectives will cover matters such as 
quality ad availability of management, measures of performance, training, 
communication etc. 

 Financial and physical resources - Finance is needed to make the other 
objectives possible and the following must be considered: 

 The amount of capital to be raised from outside sources. 
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 The sources to be used. 

 The form in which capital will bee raised. 

 Public responsibility - here objectives may relate to: 

 Preservation and improvement of the environment. 

 Consumer protection. 

 Improvement of conditions of work for employees. 
 
NUMBER  FOUR 

  
A committee is a group of persons asked to consider, investigate or act on some 
matter.  It is a formal group that meets on an organized basis for consideration of 
matters brought before it. 
A committee may also be known by a wide variety of other names such as task force, 
council, board, agency or commission. 
The formality of the committee is expressed by the following features - chairman, 
secretary, agenda, minutes of the meeting, committee papers and reports and rules of 
procedure. 
Some committees meet regularly but others meet for ad hoc purposes only e.g. 
parliamentary steering committees set up to monitor short term projects. 
 
ROLE AND IMPORTANCE OF COMMITTEES 
Committees abound in practically every king of organization.  They are very popular 
with management and have become an integral part of their operation.  Committees 
play the following roles: 
 

 They facilitate coordination - each committee member may be reporting about or 
representing each of the functional areas of the organization. 

 They foster support for decision: through the use of committees employees are 
given the opportunity to participate in decision making as they are allowed to 
present their view points. 

 They are used because they produce more information for decision-making.  There 
is a pooling of special know how and talents possessed by individual members.  In 
the committee there are experts from different fields. 

 Their use ensures that authority is distributed as decisions are made by a group.  
Proposals and decisions are based on group assessment of facts and ideas and not 
just one powerful individual‟s preferences. 

 They lead to employee development.  Because of the extensive contact with people 
from different field, committee members get to broaden their knowledge.  Young 
managers can learn a lot by sitting in committees. 
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 They are organized groups hence they can undertake a large volume of work than 
individuals or small groups working in isolation. 

 They are used for group decision making, which gives very high quality decision.  
These decisions are more readily accepted than an individual‟s decision.  
Committees bring about democracy. 

 They improve communication between members of an organization.  Information 
and ideas can be easily transmitted upwards and downwards.  

 Through committees, unwritten policies can be explained creative ideas emerge in 
these fora. 

 They are used to motivate employees.  Employees are given an opportunity to 
express themselves and this boosts their morale and evokes a sense of ownership 
of the decision. 

 They are sometimes constituted to postpone or avoid unrest and mass action.  
Delaying such action through a committee is a strategy for overcoming resistance, 
or opposition from affected people. 

 
CONCLUSION 
Despite the shortcomings of committees such as slowness in decision making, 
management hiding behind committee decisions and lack of flexibility, committees 
remain widely popular because of the benefits they accord management.  The sheer 
size and complexity of modern organizations make it increasingly impossible for 
isolated individuals or small groups to meet the decision demands of the organization.  
Besides, the growing pressure from all sections of the work force for a greater say in 
the decision making processes of their organizations are creating expectations that 
decision making will become more open and democratic. 
 
NUMBER  FIVE 

  
i. Jobbing production is the production of single items usually to order.  The 

circumstances which would justify the adoption of jobbing patterns of 
production include the following: 
a. Where large items such as ships are to be built; 
b. Where single large pieces of equipment such as electricity generating plant 

are to be manufactured; 
c. Where large individual items such as a major bridge are to be constructed; 
d. Where small one-off parts or components are to be produced to the 

order of the production department in a factory; 
e. Where prototype models are required for design and / or planning 

processes in a manufacturing or construction organization. 
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ii. Batch production is the production of standardized units in lots, where each 

lot has to be processed at each operation before moving forward to the next 
operation.  The circumstances which would justify the adoption of batch 
patterns of production include the following: 
a. Where items such as standard components are to be produced for stock 

e.g. to support production in due course; 
b. Where standardized items are being manufactured on a sub-contracted 

basis for another manufacturer; 
c. Where production requires a variety of quantities and types of items, 

which cannot be produced under a flow-production process, because of 
the interruptions to the flow of operations. 

 
iii. Flow/mass production is the continuous production of items which move, 

or flow, from one operation to the next until completion without break.  The 
circumstances which would justify the adoption of flow or mass patterns of 
production include the following: 
a. Where large quantities of a narrow range of goods are required to meet the 

demands of mass markets; 
b. Where standardized units can be moved individually from one operation or 

process to the next without requiring any break in operations; 
c. Where the returns from mass production are more than able to meet the 

expensive start-up costs of an assembly-line form of production; 
d. Where large quantities of liquids, powders or gases are to be processed, as 

in the case of paper production, the manufacture of cement or the 
production of petroleum spirit, for example. 

 
  
 
NUMBER  SIX 

(a) What are the key characteristics of charismatic leaders? 
 
The charismatic leader is one who gains influence mainly from strength of personality 
e.g. Martin Luther King, Hitler and Napoleon.  Charisma is a powerful and personal 
quality that has a strong influence over people and will make them admire you and 
become your willing followers. 
 
Charismatic leaders are few because not many people are endowed with the 
exceptional qualities that transform all around them into willing followers.   
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Charisma is an inborn gift that cannot be acquired by training; it can only be modified 
by it. 
 
Charismatic leaders can achieve heroic feats (turning around ailing corporations, 
revitalizing aging bureaucracies or launching new enterprises by: 

 Powerfully communicating a compelling vision of the future 

 Passionately believing in their vision 

 Relentlessly promoting their beliefs with boundless energy 

 Propounding creative ideas 

 Inspiring extraordinary performance in followers by : 
 

a) Expressing confidence in followers abilities to achieve high standards 
b) Building followers‟ trust, faith and belief in their leader. 

 
The term charisma is value neutral; it does not distinguish between good or moral and 
evil or immoral charismatic leadership.  Charisma can lead to blind fanatism in the 
service of megalomaniacs and dangerous values, or to heroic self sacrifice in the 
service of a beneficial cause. 
 
Ethical charismatic leaders develop creative critical thinking in their followers, provide 
opportunities for them to develop, welcome positive and negative feedback, recognize 
the contribution of others, share information with followers, and have moral 
standards that emphasize collective interests of the group, organization or society.  
They use power to serve others. 
 
The unethical charismatic leader uses power only for personal gain.  He promotes his 
own personal vision, censures opposing views, insists on one-way communication and 
relies on convenient external moral standards to satisfy self-interest. 
 
(b) 
 
How is visionary leadership different from charismatic leadership? 
 
Visionary leaders are those with a „vision‟ - Vision exists when people in an 
organization share an explicit agreement on the values, beliefs, purposes and goals 
that should guide their behaviour. 
 
A visionary leader has “an inspiring declaration of a compelling dream, accompanied 
by a clear scenario of how it will be accomplished”.  A good vision not only has 
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worthy goals, but also challenges and stretches everyone involved.  Charismatic 
leaders too usually carry a very powerful vision. 
 
Developing a vision is not a straightforward task of articulating a statement of beliefs 
and then implementing it.  It is a process that requires continuous reflection, action 
and re-evaluation.  Some people describe it as a process of „purposeful tinkering‟ - 
through dozens of little experiments, “each day is an opportunity to come closer to 
the perceived ideal”. 
 
Vision can spring from the mind of a strong leader with imagination, energy and 
charisma to jump-start the organization into a major transformation.  It can also be a 
shared process in which everyone is a co-author. 
 
It is good to involve subordinates in vision creation because they are the ones who 
must ultimately translate it into practice. 
 
No matter who creates the vision, the leader is its chief instigator, promoter and 
guardian.  He must take the lead and actively push so that it remains a shared vision.  
The visionary leader institutionalizes the vision and translates it into policies, 
programs and procedures. 
 
Like in charismatic leadership, visionary leaders are able to make the impossible 
possible.  “Nothing drives an organization like an attractive, worthwhile, achievable 
vision for the future. 
 
Visionary leadership is an indispensable guide for leaders of all levels, from top 
executives to heads of divisions and departments, from large corporations to small 
businesses, from manufacturing and service organizations to government institutions. 
 

 

NUMBER  SEVEN 

A trade union is a collection of workers, which aims to protect and promote their 
interest in the workplace, mainly by means of collective bargaining and consultation 
with employers. 
 
Trade unions always strive to achieve the following for this members: 

 Better wages and working conditions 

 Greater security of income and employment 

 Protection against arbitrary and discriminatory treatment by management. 
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In Kenya, there exists an Industrial Relation Charter which was formulated in 1962 
and it spells out the agreed responsibilities and obligations of both management and 
the trade union in the settlement of disputes.  They should both undertake to settle all 
disputes at the appropriate level and according to the procedure laid down by them.  
The management is obliged to recognize the union appropriate to its particular 
industry and accord it reasonable facilities for functioning. 
 
Although trade unions provide advantages such as professionalism in handling 
disputes and helping in avoiding unnecessary disruptions of work during disputes, 
they sometimes are a source of disturbance to management.  They sometimes make 
unreasonable pay demands for members even in times of hardship.  It may reach a 
point when workers are paid more than their input and this may lead a firm to 
bankruptcy. 
 
Steps that management should take to prepare for the negotiation 

 When a trade union presents a grievance to management, both parties will select 
negotiating team to take part in the collective bargaining process.  Collective 
bargaining is the process whereby representatives of management and workers 
negotiate over such items as wages, working hours or working conditions. 

 It is not necessary to go for large numbers in the negotiating team, as decisions are 
not taken by a majority vote but rather with the team acting in unison. 

 Besides, members of the negotiating team should be those capable of making 
decisions on behalf of the management.  Usually the chief executive is left out 
because he may be forced to give a straight „yes‟ to issues that need more careful 
deliberation.  His absence also places the negotiating teams on equal footing. 

 The management then must determine their bargaining power and the maximum 
concessions it can give to the union.  This depends on the estimated cost of work 
stoppage (strike or lock out) to the management and also on its estimate of the 
unions cost arising out of stoppage.  The management must collect relevant data 
on the following issues to know its bargaining position: 
 

 The existing state of the market 

 Availability of labour 

 Management‟s financial capacity to pay 

 The union‟s strength 

 Reactions of shareholders and directors 

 Government laws and previous agreements 

 Grievance records 
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The management must also decide way in advance on the type of negotiation 
procedure it will adopt.  The following 3 options are available: 
 

 Haggling:  issues are settled one by one or in an interdependent manner. 

 Boulwarism:  the management makes its first offer a full and final one. 

 Continuous bargaining:  meetings are held over long periods of time not just 
before strike deadlines. 

 
The management must also decide on its strategies and tactics before entering the 
conference room. 
 
Tactical devices may include shouting, requesting a recess, suggesting for negotiation 
on matters of no real importance etc. 
 
After all these comes the actual bargaining process.  It should be conducted with 
the following in mind: 
 

  Initial demand will be submitted by either parties.  These are the expectations of 
either parties. 

 Continuing negotiations Each party attempts to determine what the other side 
values highly and to reach the best bargain possible.  e.g. the union may offer to 
give up dental benefits (if dental cases are not numerous) for higher pay.  The 
management on its side determines what the union values highly and how to make 
it give up some of it. 

 
If management follows these steps, it is most likely to reach an acceptable 
agreement with the union over the remuneration claims.  Some situations may 
however force management to develop slight modifications for effective 
bargaining to occur. 

 

 Bargaining Impasse  Regardless of the structure of the bargaining process, 
labour union and management do not reach an agreement always in all issues.  In 
such cases, a deadlock may result in strikes by union or lock out by management. 

 Settlement and contract  After initial agreement on the issues being negotiated 
on has been made, the two parties i.e. the union and management representatives 
usually return to their constituencies to determine if what they have formally 
agreed on is acceptable.  The crucial stage thereafter negotiation is ratification or 
getting the vote of acceptance.  After ratification of the agreement, it is then 
formalized with a contract. 
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NUMBER EIGHT 

In recent years much attention has been focused on an approach to greater business 
efficiency known as „Business Process Re-engineering‟ (BPR).  The term was first 
applied by Hammer and Champy whose definition of BPR is as follows: 
 
“Re-engineering is the fundamental rethinking and radical redesign of business 
processes to achieve dramatic improvements in critical contemporary measures of 
performance such as cost, quality, service and speed”. 
 
The aim of BPR is to streamline operations and adapt them to existing market 
realities.  BPR sees it as vital under modern condition of customer expectations and 
intense competition to move away from the usual attestation on tasks and structures 
in order to focus on business processes.  The typical processes are ordering, buying, 
manufacturing, product development, delivery and invoicing. 
 
BPR has five goals: 
1. Increase productivity by creating efficient processes 
2. Optimize value to shareholders including employees, customers, stock holder etc 
3. Achieve quantum results in productivity, inventory reductions, cycle time 

improvements, indirect cost improvements and head count redeployment 
4. Consolidate functions and create a leaner, flatter and faster organization 
5. Eliminate unnecessary levels of work i.e. non-value added activities 
 
Generally when BPR is conducted, a manager leads a cross-functional team to 
examine a process and determine ways to improve it.  BPR is about „changing the way 
people think and behave.  It means investing in employees with power to make 
decision and encouraging them to take risks. 
 
Most people agree that BPR increases long term competitiveness largely because of 
thinking, organizing and acting horizontally (in terms of cross functional processes) 
rather than vertically (i.e. by specialist functions and departments). 
 
At the same time BPR has been criticized for practicing process simplification and not 
process re-engineering.  The critics say that compared to other change processes such 
as Total Quality Management (TQM), BPR makes people work harder but not 
smarter.  The critics see BPR AS A COVER FOR downsizing the organization with 
its negative focus on cost reduction and getting more production out of the staff who 
remain.  In this case people become victims rather than beneficiaries of BPR.  Critics 
see the drive to please the external customer as leading to lesser regard for those 
employees who represent the employees‟ internal customer base. 
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Hammer and Champy answer some of this criticism.  They admit that “BPR and TQM 
are neither identical nor in conflict but are complementary” and on the topic of downsizing 
they say “whilst some employees may lose their jobs, BPR is a process of reorganizing work, not 
eliminating workers”. 
 
As authors of this process they recognize that those organizations that have been 
successfully re-engineered their processes have to accept that there will be need for 
recurring re-engineering in the future.  They say “our long term goal must be to 
institutionalize a capacity for re-engineering in our companies, so that they view change as the norm 
rather than as an aberration”; 
 
Despite the abuse of the practice and tarnished name, BPR continues to be popular.  
Companies continue to re-examine and fundamentally change the way they do 
business.  Competition and a sluggish economy provide the impetus for continued 
efforts to „deliver more with less‟.  BPR remains an effective tool for organizations 
striving to operate as effectively and efficiently as possible. 
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