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Abstract

In moving organizations toward their goals, the General Manager defines
organization purpose and mission, establishes objectives, formulates,
implements and executes the chosen strategic plans. The General Manager
cannot escape the challenges of strategic formulation and implementation.
An experienced executive is able to face these tasks with some measure of
power and politics in the organization. To do -these successfully, the
General Manager needs an understanding of the process of modern
organization management which this paper shall try to provide.

Introduction

The job of the General Manager has become progressively important today because of the
unique position the General Manager occupies in modern business organization. Organization's
failure or success depends heavily on how the General Manager can wisely use all available resources
within the organization, which are at least, partially under his control to match appropriately with
external factors which are beyond his control.

It becomes much more important for the General Manager to face the reality of the day by
improving their managerial work, which involves performing a number of regular duties, including
ritual and ceremony, negotiations and processing of soft information that Jinks the organization with its
environment. The task of strategy formulation and strategy implementation must be seen as the most
important managerial responsibilities and treated as such if the organization is to survive m.today's
tough competitive market.

The study looks critically into the task before the General Manager - strategic management,
and how formulation and implementation of strategy to achieve organization's goals and objectives
can create great challenges for the chief executive.

The Concept Of Strategy

(@) A strategy is a unified, comprehensive, and integrated plan relating the strategic advantages
of the firm to the challenges of the environment (Click, 1980). The concept of strategy in an
organization is how the management can effectively cope with both external and internal changes.
For any strategy to be successful, the General Manager must device certain workable methods of
matching the organization's resources and its environment.

Organization needs clear formalized strategic plan to guide, integrate the diverse
administrative and operating activities towards achieving its stated goals and objectives (Hoffer &
Schandel, 1977). Strategy therefore, consists of a long - term vision of what an organization seeks to do
and kind of organization it intends to become.

Strategy is one of several set of decision making rules for guidance of organizational
behavior (Ansoff, 1987). Ansoff based some of his ideas on four major areas in which strategy
requires a considerable managerial attention. In his submission, he argues that strategy serves as:

(a) Yardstick by which the present and the future performance of the firm are
measured (objectives and desired goals.)

(b) Rules for developing the firm's relationship with its external environment. This implies what
product/technology the firm will develop. Where and whom the products are be sold and how will the
firm gain advantages over competitors.

(c) Rules for establishing the internal relations and processes within the
organization.

(Administrative Strategy).

(d) The rules by which the firm conducts its day-to-day business (major operational policies).



Concept of strategy in any form of organization, therefore, revolves around the major purpose
for which the organization is set up and how to work toward achieving it. To achieve the main purpose
for which the organizations is set up, rests wholly on the General Manager's managerial skill to manage both
human and material resources available to the firm.
(11) Strategic management refers to the process of selecting strategy and appropriate policy toward
maximizing the organization's objectives (Harvey, 1988; Glueck, 1980). Strategic management includes
all the activities leading to the definition of the organization's objectives, strategies, and development of
plans, actions and policy to accomplish these strategic objectives for the total organization.

The fast changing, and uncertain world situation is making business organizations worldwide to
adapt strategic planning as a measure against possible external factors facing the organization.

The General Manager

The term "general manager™ refers to a manager who is accountable for the overall activities and
performance of an organization as opposed to a manager who is in charge of a specialized unit of a business
(Carlisle, 1982; Thompson and Strickland, 1983). The general manager is thus the "executive in-charge"
with authority extending overall operating phases and functions of the entire organization.

A general manager is the chief administrator who has authority over organizing, staffing, supervising
and controlling the organization's daily activities. As Chief entrepreneur, a ;general manager is charged
with the responsibility of giving direction to the entire organization, making sure that the organization is
doing the right thing at the proper time and formulating administrative strategies to enable the organization
achieve its stated goals.

What distinguishes the general manager from other managers is that the general manager exercises
formal authority over multiple functions and activities. His jobs exist up and down the management
hierarchy in the organization while other kinds of managers usually have limited managerial activities
often restricted to single area of specialized activity within the organization such areas as Production,
Engineering, Research and Development (R & D), Marketing, Sales, Purchasing, Personnel and Finance etc.
The functional manager has in-depth, specialized technical and managerial skills in a narrowly defined
function which is limited to a particular function that specially, extends just over a part of the business
organization.

The General Manager should be in position to shape the work environment i.e. learning from past
events to know how to respond to present problems and opportunities, setting strategy, allocating resources,
developing staff performance, building the entire organization and overseeing the operations (Pearson,
1989). It should be noted that effective building of the entire organization and to oversee all operations
requires much experience and demonstration of administrative power.

"Power tends to corrupt; absolute power corrupt absolutely™ so wrote English nobleman Lord Acton
in 1887. His statement has often been repeated, perhaps because so many people see it as undeniably true.
Wise use of power by the General Manager results into organization's growth, while misuse of it can lead into
organization failure. To have a sound strategic plan, what power should the General Manager possess?

The Power Of The General Manager

All leaders deal with power and politics. Power is the ability to influence other people and events
(Kotter, 1977) Power is the leader's stock in trade, the way the leaders extend their influence to others. It is
somewhat different from authority, because authority is delegated by higher management.

It is readily apparent in today's business cycle that the General Manager must possess the power to
act, and to carry out his strategic plans. This power is one of the major attributes of a great executive.

Power develops in numbers of ways. The following are some of the major types of
organizational power which the General Manager should possess:
@ Personal Power

Personal power is often referred to as referent power, charismatic power, and power of personality
(Webster, 1981). These forms of powers come from each leader. It is the ability of the General Managers to
develop followers from the strength of their own personalities. Personal power is like personal magnetism,
an air of confidence, and a belief in objectives that attracts and holds subordinates.
(b) Legitimate Power



Legitimate power, also known as position power and official power, comes from higher authority.
It arises from the culture of society by which power is delegated legitimately from higher established
authority to others (Stoner, 1983; Davis, 1981). It gives the General Manager the power to control human and
material resources of the organization and to reward and punish others.

(c) Expert Power

Expert power, also known as the authority of knowledge, comes from specialized learning. It is
power that arises from the General Manager's knowledge of and information about a complex situation
(Davis, 1981) Expert power depends on education, training and experience of the General Manager. It is one
of the most important powers the General Manager should possess in order to be efficient and effective in his
day - by - day running of the organization.

It is important to note that for the General Manager to oversee all operations which includes
supervising operations and implementing of strategic plans requires running the business day - by -day by
producing a sound plan, spotting problems and possible opportunities early enough in order to respond
aggressively to them. Shaping work environment and to oversee all operations of the organization requires
sound strategy.

The Task Of Strategy Formulation
Strategy formation is the process whereby management develops an organization purpose and
mission, derives specific objectives, and choose to manage all component parts of the organization.

The job of a general manager is complex and demanding. He performs a variety of activities, deals with
different people and events. He plays different roles and perhaps spends only just few minutes on any one
activity. This is also the view of Mintzberg (1980), who summed up the general manager's job, as:
"Interpersonal roles, information roles, and decision related roles:

@) Interpersonal Roles The general manager acts as a figurehead i.e. representing the
organization on ceremonial occasions. They also act as liaison officer i.e. interacting with oilier
managers and groups outside the organization unit. The General Manager assumes leadership role by
establishing relationship with subordinates and exercising formal authority within the organization.

(b) Information Roles The General Manager acts as a monitor by receiving and collecting
needed information from both inside and outside the organization unit. He serves as disseminator
transmitting vital information to member of the organization's units.

(© Decision Related Roles The General Manager.plays innovative role because he is expected

to initiate change. He plays resource allocation role by deciding where efforts and energies will be
directed. One of the most important jobs of the General Manager is the task of formulating
organization's strategic plan. The Chief Executive needs to strive to move the organization in the

right direction at the appropriate time, to set the right priorities that can be of lasting benefit to the
organization. The major managerial task to accomplish these is to position the organization so that it

can enjoy superior performance and keep the organization responsive to change and capable for

future growth and success. This view is aptly summed up by Thompson and Strickland (1983) who
argued that an efficient and effective General Manager must be able to:

- ldentity opportunities to enter new markets.

- Develop new products and services.

- ldentify better ways to meet emerging events and wants over time.

- Figure out way to meet emerging threats from direct or indirect competitors.

- Know when and how to diverse or divest.

- Watch out for internal opportunities that can enable him direct the organization's resources

away from those areas of diminishing result to areas of high hope for increasing results.

- To formulate a workable strategic plan in modern business organization, the General Manager
needs to practice dynamic management style (Stoner, 1982; Ouchi, 1984). For management style to be truly
holistic, in totality, the system must include:, full understanding of the entire organization, setting
company's philosophy, involving functional manager developing personal skills, testing skills, and stabilizing
employment (Ouchi, 1981)



(@ Full understanding of the organization

Openness should be encouraged by setting example for others to follow. It gives room for
constructive dialogue. There should be integrated response to problems, and consistent response to customers
and employees, to superiors and subordinates, to the problems in each functional unit in the organization.
(b) Reviewing the company's philosophy

Company philosophy gives people a sense of values to work and to live by. It suggest ways lo
behave in response to its public. Periodic auditing of company's philosophy requires the General Manager to
clearly understand the company's culture by analyzing past and present decisions to see failures and success,
inconsistencies and omissions etc.
© Involving the company's functional managers

The Executive Manager develops through years of experience a trusting relationship that permits
sharing of the decision - making authority with subordinates.

(d) Developing Personal Skills

Skills that involve dealing with clients and customers, skills to adapt to colleagues and

co-workers, skills of recognizing patterns of interaction in decision-making and problems-solving
among various groups.

(e) Testing oneself and the organization

This is to invite competent outsiders to visit the organization and see its operations,
interview some of the managers and their subordinates and write down the visitor's impression of the
organization for corrective purposes.

) Stabilizing Employment

Employees need stable employment. It is the duty of the management to provide a secure and
stable work environment that offers fairness, challenge and employee participation in decision making
on those matters that affect them and their career. The Chief Executive can accomplish the task of
formatting strategy for the organization by:

l. Defining the organization's purpose and mission;
. Establishing objectives; and
1"l Formulating a strategy to achieve the objectives (Thompson and Strickland, 1983.).

These will enable the Chief Executive to shape the organizational outcome of success or
failure. Organization's purpose and mission refers to management's concept of what the organization
seeks to do, the market and customers it intends to serve (Drucker, 1974; Kotler, 1986). Organization
purpose and mission usually provides a clear view of what activities the organization as a whole
intends to do now and in future. It clearly defines the entire business of the organization.

A clearly defined organization's purpose and mission enable it achieve its objectives which are
the specific results the management seek to achieve. Any objectives the organization wants to achieve
should embrace customer's satisfaction, product performance, meeting individual needs and wants.
Consideration should also be giving to organization's performance as it affects market share, growth,
profitability and cash flow. Organization's objectives could be short-range or long-range. This is to
keep management alert to what has to be done now to achieve the desired results in the future.

To direct the organization effectively, strategy must be formulated. Organization's strategy is the
managerial plans on how the organization is to maintain good position in its environment and at the
same time manage its portfolio activities, taking into consideration all relevant internal and external

constraints. When strategy is formulated, it must be carefully implemented and guided to enable it
achieve desirable results.

The Task Of Strategy Implementation

Strategy implementation embraces the full range of managerial activities associated with
putting the chosen strategy into place and supervising its pursuit (Thompson and Strickland, 1983).
When the strategy is formulated, the General Manager's priority is to put the strategic plan into
operation and make it work as much as possible.

The entire organizational structure should be well built around major key activities upon
which strategic success depends. Individual jobs within the organizational units need to be clearly
defined to enable them work toward the general or specific organization's objectives. In the light of



these facts, Thompson and Strickland (1983), Ansoff (1987) are of the view that important
managerial aspects of strategy implementation include the following:

(@) Developing a Distinctive Competence An organization can be said to have distinctive
competence when it is uniquely good in performing a strategically relevant activity.
Such organization is good at what it does and does it better than the competitors. Distinctive competence
enables the organization to perform better and can at the same time aid the organization to carry out the
strategic plans in a more efficient and effective way that can result into organization gaining competitive
edge.
(b) Monitoring an Established Policy Well established policies clearly spell out how organization
activities will be administered. They specify clearly the organization specific procedures under which
it will operate. Organization policy clearly specifies how top management will accomplish its
purpose, direction and method(s) of doing business. The strategy implementation deals mostly with
developing various ways and procedures appropriate to internal efficiency and to an operating
method that can help to accomplish the stated strategic plan.
(c) Performance Measurement and Evaluation The organization's stated policy must be measured
and periodically evaluated to enable management see if progress is made as planned in those
important areas as operating efficiency, customer satisfaction, job performance, profitability,
financial status, sales growth and market share etc.

As many business experts rightly observed, effective strategy formulation and
implementation which constitute the greatest challenges to the General Managers remain the key to business
organization's success in today's competitive business environment.

Conclusion

This paper has analyzed the unique importance of the General Manager's responsibilities and
functions, how top executives can effectively formulate and successfully implement strategies in large and
small organizations.

The implication of the issue raised therefore, is that sound strategy formation and successful strategy
implementation is a must for the chief executives if they are to stay and succeed in their top management
level. For the General Manager to achieve success therefore, depends upon many factors which include
how wisely the General Manager uses his power, how well the organization's strategy is formulated and
implemented, and how well the General Manager is able to manage other related issues in the organization.
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