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This paper briefly describes the importance of the application of 
management functions to improve educational outcomes. It tries to 
highlight changes in management paradigm and traces a brief history of 
the rise of strategic management. Changes in management paradigm 
and the rise of strategic management have helped education managers 
improve their organizational performance. The paper also identifies 
some serious challenges facing education managers in order to achieve 
educational goals. Finally, the environmental context of managing 
higher education institutions and its implications to education managers 
are also briefly discussed.  

 
Introduction 
Management is all about improving the organizational performance and involves 
the management functions of planning, organizing, staffing, leading and 
controlling. Management practices ensure the best possible educational outcomes 
through the integration of different resources of schools and colleges. However, 
to facilitate education managers to best apply management techniques or 
principles, there is very limited literature in place specific to campuses and 
colleges (Middlewood and Lumby, 1998). 
 
The Key Concept and Functions of Management 
Management knowledge comes from the field of management itself as well as 
many other fields. Most of the early writers were practicing managers who 
developed broad principles of management. Many psychologists, sociologists and 
anthropologists substantially contributed to the field of management and they 
considered management as a very important social phenomenon and managers 
used to be an important social resource. Other professionals such as 
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mathematicians, accountants, economists, lawyers, political scientists, engineers, 
philosophers, and so on also have contributed to the discipline of management. 
 
Management functions are key to any organization. Five basic functions of 
management are planning, organizing, staffing, leading, and controlling. These 
functions are briefly described below. 
 
Planning  
The planning function involves in defining an organization's goals, establishing 
an overall strategy for achieving these goals, and developing a comprehensive 
hierarchy of plans to integrate and coordinate activities (Robbins & Coulter, 
1998). It also involves in selecting mission and objectives as well as the actions 
to achieve them, which requires decision making, that is, choosing a course of 
action from among alternatives (Weihrich & Koontz, 2005).  
 
Organizing  
Organizing function includes determining what tasks are to be done, who is to do 
them, how the tasks are grouped, who reports to whom, and at what level 
decisions are made (Robbins & Coulter, 1998). In other words, organizing is to 
decide how best to group organizational activities and resources (Griffin, 1998). 
 
Staffing 
Weihrich and Koontz (2005) define the managerial function of staffing as 
“Filling, and keeping filled, positions in the organization structure”. It involves in 
choosing qualified and right persons from among the prospective candidates, 
orienting newly appointed staff, regularly analyzing employees’ developmental 
needs, and providing training to staff to cope with the job. 
 
Leading 
Robbins and Coulter (1998) define leading function of management as “Every 
organization includes people, and management's job is to direct and coordinate 
these people. This is the function of leading”. According to Weihrich and Koontz 
(2005), leading is “The process of influencing people so that hey will contribute 
to organizational and group goals”.  
 
Controlling 
The final function managers perform is controlling. After the goals are set and 
the plans formulated (planning functions), the structural arrangement delineated 
(organizing function), the people hired and trained (staffing function), and 



Managing Higher Education Institutions 

Administration and Management Review 
Volume 21, No.2, August, 2009 

Page -24 

directed and motivated (leading function), something may still go wrong. In 
order to ensure that things are going as they should, management must monitor 
the organization's performance (Robbins & Coulter, 1998). According to 
Weihrich and Koontz (2005), controlling can be defined as “The measurement 
and correction of performance in order to make sure that enterprise objectives 
and the plans devised to attain them are being accomplished”.  
 
Paradigm Change in Management 
Today is the age of competition. Before the early 1970's, managers used to make 
long-range plans and generally assume that there will be better time ahead. 
However, the rapid environmental changes since the 1980s, such as energy 
crises, deregulation of many industries, accelerating technological change, and 
increasing global competition forced mangers to rethink in the ways they used to 
plan and manage their business. As such a systematic approach to analyze the 
environment, assess their organization's strengths and weaknesses, and identify 
opportunities where the organization could have a competitive advantage for 
better service was then realized and the importance of leading and managing 
organizations strategically began to be recognized (Robbins & Coulter, 1998). 
 
Why is strategic management considered so important? What does strategic 
management contribute to improve organizational performance? Does the 
strategic management process help managers improve their organizational 
performance? Answers to these questions are not so straight forward because it 
involves various aspects in making decisions that managers make. However, 
managers began to recognize the importance of strategic planning (SP)- a 
process of strategic management. Studies on the effectiveness of strategic 
planning and management further encouraged managers to support their thinking 
and practice strategic planning more because the studies concluded that 
companies with formal strategic management systems had better performance 
(Robbins & Coulter, 1998). 
 
Robbins and Coulter (1998) claim that today strategic management has wide 
application and moved beyond the private sector including various sectors such 
as government agencies, hospitals, educational institutions as well as not-for-
profit organizations (Robbins & Coulter, 1998). 
 
The Evolution of Strategic Management 
The recognition of the fact that strategic management is critical to organizational 
success is a relatively recent one. Stoner et al. note that: 
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Only since World War II has the idea emerged that strategic planning 
and acting on those plans constitute a separate management process - 
the process we call strategic management. This comprehensive 
approach to developing strategy did not appear overnight. It evolved 
over time (Stoner et al., 2002. pp. 267 - 68).  
Figure 1traces out the brief history of the rise of strategic 
management.  
 

Figure 1: The history of the rise of the strategic management 
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The Key Concept and Process of Strategic Management 
The principal aim of any managerial approach is to achieve the organizational 
goals. Strategic management system through strategic planning and strategic 
implementation substantially help improve the organizational performance. 
 
Strategic management approach allows managers at all levels of the 
organizational hierarchy to interact in planning and implementation. The 
approach also promotes participative decision-making culture in the organization. 
As a result, strategic management has certain behavioral consequences and 
requires a set of non-financial evaluation criteria-measures of behavioral-based 
effect (Pearce & Robinson, 1991). 
 
Kotler (1989)- a renowned writer in Marketing Management- defines strategic 
planning as: 

Strategic planning is the managerial process of developing and 
maintaining a viable fit between the organization's objectives and 
resources, and its changing market opportunities. The aim of strategic 
planning is to shape and reshape the company's business and products so 
that they combine to produce satisfactory profits and growth (Kotler, 
1989, p. 33). 

 
Labich (1995) points out the major reasons of failure of enterprises because they 
(a) lack understanding about the organizational mission, and (b) do not have 
clear-cut goals and strategies to achieve them. In reality, they fail because they 
lack vision for the future (Labich, 1995). 
 
Nakamura (1986) summarizes some issues that are crucial for the development of 
corporate strategy. They are process of formulating corporate strategy, evolution 
of corporate strategy for survival/growth, process of converting strategy 
formulation into implementation, and process of expanding individual 
entrepreneurship to organized one (Nakamura, 1986). 
 
Porter (1987) identified four concepts of corporate strategy that have been put 
into practice-portfolio management, restructuring, transferring skills, and sharing 
activities. According to him: 

While the concepts are not always mutually exclusive, each 
rests on a different mechanism by which the corporation creates 
shareholder value …, today some make more sense than others. 
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Ignoring any of the concepts is perhaps the quickest road to 
failure (Porter, 1987, p. 49). 

 
One of the main purposes of strategic management approach is to develop a set 
of strategies that effectively link the organization and its external environment. 
Before developing a mission statement, an organization needs to complete a 
stakeholder analysis. Attention to stakeholder concerns is crucial because the key 
to success in organizations including not-for-profit organizations is the 
satisfaction of key stakeholders. A stakeholder analysis allows organizations to 
identify their stakeholders, their stake in the organization or its output, their 
criteria for judging the performance of the organization, how the stakeholders 
influence the organization, and so on.  
 
With these basic concepts, different writers have defined strategic management 
in terms of process model. The basic components of the process models used to 
define strategic management are very similar.  
 
Stoner, at el., (2002) briefly discuss the strategic management model developed 
by Hofer and Schendel and integrate it in their model (see Figure 2). Hofer and 
Schendel (as cited in Stoner, et al., 2002) focused on four key aspects (steps) of 
strategic management which Stoner, et al. divided it into two phases. The first 
phase of Stoner, et al.'s model- strategic planning- incorporates the first two steps 
of Hofer and Schendel's model- goal setting and strategy formulation. Similarly, 
the second phase of Stoner, et al.- strategy implementation, which they 
customarily give the name of action based kind of planning- includes Hofer and 
Schendel's last two phases- administration and strategic control stages. The two 
return arrows, in the two-phase strategic management process model of Stoner et 
al., indicate that this process is an ongoing process as circumstances change 
(Stoner, et al., 2002). 
 

Figure 2: The strategic management process 
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Challenges to the Institution for Higher Education 
Academic leadership challenges are many. Leadership is about change and 
producing excellence. Leadership is about tensions and balances. Academic 
leadership must focus on change and innovation and academic values and 
strengths to meet the new and sometimes strange requirements. Most of the 
challenges recognized by academic leaders can be understood in terms of simple 
'systems model' as presented in Figure 3. 
Figure 3: A simple 'model' of academic leadership 
 

 
 
 
 
  
 
 
 
 
 
Source: Ramsden, 1998, p. 8 
 
The leadership challenges in the contemporary context of higher education are 
ever increasing. Academic leaders have to manage their institutions at the 
confluence of multiple pressures to achieve four objectives: increase revenue, 
decrease expenses, improve quality, and enhance reputation. By so doing, 
outstanding leaders base their hopes for the future on what they have assessed 
their past experiences. The way of looking at some higher education philosophy 
and paradigm shift in quality education has changed. The conception of higher 
education and great numbers or mass higher education and quality of higher 
education was considered contradictory. However, time has proved it wrong and 
the fundamental change from elite system of higher education was largely 
confined within national boundaries to a mass higher education system.  
 
Ramsden (1998) observes that numbers, finances, structure, purposes, students, 
governance, confines, technologies, the amount of available knowledge and its 
diversity have all changed. These largely external movements have had and will 
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continue to have revolutionary consequences for how universities are run, what 
university staff do, and how academic leaders work.  
 
Ramsden (1998) explains the 'two cultures' of management and academics 
blaming to each other. Autonomy, academic freedom, and professionalism have 
always been the problems with each other (Ramsden, 1998). 
 
Ramsden (1998), in 1996, conducted an international survey on what outstanding 
academic leaders do. He summarized his survey findings on the several headings 
such as visioning; networking political activity and strategic alignment; inspiring, 
building confidence, communicating, and collaborating; and recognizing, 
managing performance, and supporting for staff learning (Ramsden, 1998). 
 
He also conducted an interview study of 20 academic leaders at one Australian 
university and concluded leadership qualities as findings into two categories- 
good university leadership qualities and poor university leadership qualities. 
Some of the good university leadership qualities included being innovative and 
oriented towards change, knowing when and how to compromise, asking what 
we are trying to do, focusing on students, doing things differently (for example, 
employers participating more in course design), giving people freedom so that 
new ideas can surface, building a small group who think like you do in order to 
launch new ideas, understanding where people are coming from, getting feedback 
constantly, knowing the boundaries of what you can achieve, having a clear 
vision which is flexible and open, being a good manager of resources, being 
strategic and knowing about the wider system, having good planning skills and a 
strong sense of direction, being skilled at motivating and enabling people through 
identifying their needs and fears, finding out what people want to achieve, and 
helping them achieve it, helping staff learn and develop, and so on.  
 
Ramsden (1998) summarized poor university leadership qualities as being 
unclear about what you want to achieve, not listening to people, authoritarian, 
bending too many rules, trying to push things forward without resources, not 
looking into what worked and what didn't work on previous occasions before 
doing something new, being dictatorial and too self-interested, communicating 
poorly, giving directives with no explanation, not having the respect of your 
colleagues because you don't have academic credibility, following rules because 
you are insecure in your ability to do things independently, and being unable or 
unwilling to delegate (Ramsden, 1998, pp. 87 - 88).  
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Similarly, a survey was conducted with the members of staff in leadership role 
such as course coordinators, head of research team, directors of centers, deputy 
vice chancellor and heads of department at a number of Australian and New 
Zealand universities with a leadership for academic work feedback questionnaire. 
The analysis concluded the things these academic staff most admired and wanted 
in their heads, deans, course coordinators and pro-vice chancellors can be 
summarized as a vision of scholarly endeavor, enthusiasm for research and 
teaching, clearly stated goals, commitment to the job, leading by energetic 
example as a teacher and scholar, honesty, integrity, fairness, open and 
participative decision-making, listening to staff and valuing their opinions, 
developing and mentoring staff through delegation and support for learning, and 
commitment to change and innovation. And the things these colleagues least 
liked or wanted in their leaders were arrogance and self-interest, assuming they 
know everything and being critical of those who have lesser abilities, excessive 
leading from the front- trying to do everything themselves, being 
uncommunicative, complaining about what can't be changed; being negative, not 
standing up for the department when its interests diverge from those of senior 
management, putting excessive emphasis on entrepreneurial activities and 
external ventures to the detriment of the department, favoritism – responding to a 
favored few staff and not the majority, supporting some section of the department 
over others, making decisions without consultations, isolating themselves and 
being inaccessible, and being disloyal (Ramsden, 1998). 
 
Ramsden (1998) concluded that there were seven dimensions, which staff used to 
evaluate their colleagues and academic leaders. They were leadership for 
teaching, leadership for research, fair and efficient management, strategy and 
vision, transformational and collaborative leadership, development and 
recognition, and interpersonal skills (Ramsden, 1998). 
 
A World Bank publication- Higher Education in Developing Countries: Peril and 
Promise- posed a serious challenge to the developing world. It is commonly 
believed that misleading public investment in higher education brings too little 
returns compared to investment in primary and secondary education. As a result, 
higher education system in developing countries has remained under great 
pressure for achieving multiple goals simultaneously. With these caveats, action 
with creativity, persistence and a new vision of what higher education can 
achieve is required, combined with better planning and higher standards of 
management (The World Bank, 2000). 
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Unfortunately, the higher education systems will not be able to deliver these 
promises if diversification continues to be chaotic and unplanned.  
 
After World War II, higher education system in developing countries with new 
realities began to strive to raise standards of living and alleviate poverty. Since 
the 1960s, higher education has been forced to confront with three new realities: 
expansion, differentiation, and the knowledge revolution. About 50 years ago, 
higher education in developing countries was characterized by few students. 
Today, however, there has been a dramatic shift from class higher education to 
mass higher education and expansion has been a result of the tremendous 
increase in the numbers of students. To cope with the rapidly increased 
expansion of higher education, the process of differentiation has been started in 
which, existing institutions have grown in size, transformed into public and 
private institutions, and new institutions are born and entered the sector. As a 
result, expansion and differentiation of higher education have caused low quality 
of education in many countries, as resources have been a serious constraint at 
new institutions for higher education. However, the late 20th century experienced 
the growth of the knowledge centered, as opposed to the manufacturing centered, 
economy (The World Bank, 2000).  
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A major contribution of the system approach to management was that no 
organization operates independently. Forces in the environment play a major role 
in shaping manager's actions (Robbins & Coulter, 1998). Every organization has 
internal and external environment. Internal environment include goals, policies, 
strategies; organizational culture; organizational resources; and organizational 
structure (Agrawal, 2003).  
 
While organizational goals, policies, strategies, resources, and structure 
including students' unions, teachers' unions are just important; more important is 
the organizational culture for the institutions for higher education. 
Organizational culture is a system of shared meaning within an organization that 
determines, in large degree, how employees act (Robbins & Coulter, 1998). 
Surrounding values and beliefs of the organization members constitute 
organizational culture. When people join an organization they bring with them 
the values and beliefs they have been taught. It has characteristics: observed 
behavioral regularities, norms, dominant values, philosophy, rules, and 
organizational climate. Cultural environments are considered more important 
today because the attitudes and perspectives shared by individuals from a 
specific culture that shape their behavior and the way they see the world 
(Robbins & De Cenzo, 1995).   
 
Basically, organizational culture is the personality of the organization and is 
particularly important when attempting to manage organization-wide change. 
Despite the great deal of literature generated over the past decade about the 
concept of organization culture, organizational change efforts have failed 
countless time and it is usually ascribed credited to lack of understanding of the 
strong role of culture and the role it plays in organizations (McNamara, 2008). 
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An organization’s culture can be viewed as the sum total of beliefs, values, 
attitudes, and assumptions that are shared among its members. Organizational 
culture deals with planned change and transformation and understanding its 
process has become extremely important in all institutions including colleges and 
universities (Keup, Walker, Astin, & Lindholm, 2001).  
 
Therefore cultures in the institutions for higher education are dependent on 
factors like size, influence from the environment, the nature of the work and the 
characteristics of staff. In case of fundamental changes in the institutions for 
higher education, (e.g., changes in type of instruction, decision making 
procedures, student promotion criteria, teaching materials, etc) cultural aspects 
play a role. Thus, culture is then considered more important in the institutions for 
higher education than their structures, market strategy or reward system 
(Visscher, 1999).  
 
The external environment of the institutions for higher education concerns 
everything external to them: e.g., political/legal, economic, socio-cultural, and 
technological environments. Political environment consists of political systems, 
political institutions, and political philosophies. A political system is concerned 
with ideological forces, political parties, election procedures, and power centers. 
A stable, efficient and committed political system is essential for the 
development of the institutions for higher education. 
 
Legal environment refers to all the legal surroundings that affect activities of the 
institutions for higher education. Institutions for higher education must comply 
legal provisions that are in force and assure that their activities conform to the 
laws of the land. The important legal environmental factors that influence the 
organization's activities are law, courts of law and law administrators.  
 
Economic environment of the institutions for higher education comprises 
economic system, economic policies, regional economic groups and economic 
conditions. Economic systems: free market economy, centrally planned economy 
and mixed economy determine the scope of private sector participation in the 
education sector.  
 
Social environments are rather vague and encompass attitudes, desires, 
expectations, beliefs and custom of people in the society in which, institutions 
for higher education are operating. These elements of society directly influence 
the institutions for higher education, e.g., when institutions for higher education 
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have to invest more to obtain students, a more intense contact with the local 
environment and culture may be expected (Visscher, 1999). 
 
Today's most forcing environment for any type of organization is the change and 
innovation in technologies. Technologies influence institutions for higher 
education by bringing about changes in the type of instruction, decision making 
process, student evaluation and promotion criteria, development of teaching 
materials, etc). The pace of technological changes forces institutions for higher 
education to adapt/adopt the changed technology.  
 
Visscher (1999) summarizes that these environmental features have implications 
for education institutions. Education institutions are not fully ready to coping 
with a turbulent environment. Education managers do not only have to deal with 
purely management functions: planning, organizing, staffing, leading, and 
controlling of educational activities. New skills such as political skills in 
negotiation process, leadership development skills, interpersonal communication 
skills, environment scanning skills, strategic planning skills, data-based 
management skills, financial management skills, marketing skills, and so on also 
have become more important (Visscher, 1999).  
 
In many cases, faculty members' involvement in policy-making is required to 
make broadly-based decisions. However, this demands a participatory process of 
decision-making which is missing in most of the educational institutions. 
Coordination and cooperation between faculty members and college 
management is limited. Organization development is required in the educational 
institutions if they want to operate successfully in this competitive age.  
 
Conclusion 
The application of management functions (i.e., planning, organizing, staffing, 
leading, and controlling) to ensure the best possible educational outcomes in the 
higher education institutions is crucial. The management paradigm has changed 
over the years and moved from private sector to other sectors such as 
government agencies, hospitals, educational institutions and not-for-profit 
organizations. The rise of strategic management has helped education managers 
improve their organizational performance. Institutions for higher education in 
Nepal are facing serious challenges such as increasing financial constraints, 
managerial problems, and low level of quality teaching and learning to achieve 
multiple goals. The environmental context (internal and external) of management 
occupies a very significant place in determining the effectiveness of institutions 
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for higher education. It also has implications to education managers who not 
only have to deal with purely management functions but also require developing 
new skills (such as political, negotiation, leadership development, interpersonal 
communication, environment scanning, strategic planning, data-based 
management, financial management, marketing, and so on. 
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