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Abstract 
Simply speaking, management is what managers do. A more thorough explanation 

is that management is coordinating work activities so that they are completed 

efficiently and effectively with and through other people in the society. We already 

know that coordinating the work of others is what distinguishes a managerial 

position from a non-managerial one. Much of this work delved into the interaction 

of managers and their subordinates with the environment inside the organization, 

but in most instances the effective manager must also deal with the outside 

environment. The paper also deals with the impact of the external environment on 

the organization and the relationships between business and the society in which it 

operates. The study adopted literature survey method to obtain the necessary 

information relevant to the research. The paper observed that managers operate in a 

complex environment. They are affected by, and to some extent, influenced by the 

environment. It was suggested that the creation of a better social environment 

should benefit both Nigerian society and business.  
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Introduction 

Every time managers plan, they take into account the needs and desires of 

members of society outside the organization, as well as the needs for human 

and material resources, technology, and other requirements in the external 

environment. They do likewise to some degree with almost every other 

kind of managerial activities. Thus, all managers, whether they operate in 

a business, a government agency, a church, a charitable organization, or a 

university, must, in varying degrees, take into account the elements and 

forces of their external environment. While they may be able to do little or 

nothing to change these forces, they have no alternative but to respond to 

them (Okere, 2011). They must identify, evaluate, and react to the forces 

outside the enterprise that may affect its operations. The constraining 

influences of external factors on the enterprise are even more crucial in 

international management. 

 

Managers in Nigeria operate in a pluralistic society, in which may 

organized groups represent various interests. Each group has an impact on 

other groups, but no one group exerts an inordinate amount of power. 

Many groups exert some power over business (Gerald, 1984). However, 

there are many claimants on the organization, and they have divergent 

goals. It is the task of the manager to integrate their aims. Working in a 

pluralistic society says George (1975), and George and John (1991) has 

several implications for business. First, business power is kept in balance 

by various groups, such as environmental groups. Second, business 

interests can be expressed by joining groups such as the Chamber of 

Commerce. Third, business participates in projects with other responsible 

groups for the purpose of battering society; an example is working toward 

the renewal of inner cities. Fourth, in a pluralistic society there can be 
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conflict or agreement among groups. Finally, in such a society one group is 

quite aware of what other groups are doing. 

 

Business has moved rapidly from a simple environment to a complex one, 

with a large number of groups in the environment demanding action by 

business to satisfy their needs. Furthermore, business is confronted with a 

much more changeful environment than it was a few years ago. Theodore 

(1988) suggests that “change is the order of the day, either choose it or chase 

it. Adapt or die is the tag mark that covers almost every business and 

organization” Only those businesses that adapt to the myriad problems and 

opportunities will be successful. Business cannot operate in isolation. 

Neither can Nigeria cooperation between all countries in the world will be 

necessary to solve many of the problems confronting businesses. 

 

Nature of Business Environment 

Most organizations are open systems. They have interactions across their 

boundaries with other elements of the society. A closed system on the other 

hand, does not have interactions with other elements. Managers who act as 

if their organizations are closed systems, except for interactions with 

customers and suppliers, will suffer severely. Organizations both in Nigeria 

and outside have two principal environments: an external environment and 

an internal environment. Organization’s external environment consists of 

all those elements outside the boundaries of the organization that have the 

potential to affect the organization Richard (1986). The external 

environment has two principal parts: its competitive environment and the 

general environment. 

 

Competitive Environment   

The competitive environment consists of those elements that have a direct, 

ongoing relationship with, or an effect on, the organization as it transacts 

its business. It includes: 
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Customers: Customers consume the organization’s products or services 

and include people or organizations (Thomas and Robert 1982; Thomas and 

Nancy 1985; Thomas, 1987). The customer is becoming a focal point of 

organizational competitive efforts, instead of being viewed as a problem. 

 

Competitors: Competitors are other organizations that market similar 

products or services to same set of customers. 

 

Suppliers: Suppliers provide the organization with the materials it uses to 

produce outputs.  These may be raw materials, subassemblies, labour, 

computer programmes, energy, or a host of other factors the organization 

takes in as inputs and transforms into output. In the manufacturing process, 

relationships with suppliers have become extremely critical in recent years, 

as organizations attempt to improve product quality. One of the major 

suppliers is labour. Every organization in Nigeria has to have the right 

people with the right skills at the right time to perform the necessary jobs 

to achieve organizational objectives. Numerous factors affect the labour 

supply such as unions, demographics, competitors, wages, and the growth 

of the economy. In coping with this myriad of factors, various strategies 

must be used such as increasing use of benefits to entice more women  into 

an organization’s workforce, because women have begun in recent years to 

seek full-time employment than part-time jobs (Thomas, 1987). 

 

Substitutes:  Substitutes include those products that have a similar function 

to a company’s products. Firms are concerned about substitutes because 

they may reduce the sales of its products. 

 

Threat of New Entrants: Organizations in Nigeria must be concerned about 

the threat of new entrants into the industry because these often greatly 

affects its ability to compete successfully. 
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General Environment:  

The general environment tends to affect business on a less than day-to-day 

basis and is not directly a competitive factor although technology greatly 

affects a firm’s ability to compete. Its dimensions include technology, 

society and culture, the economy, and the law and politics. Organizations 

in Nigeria must constantly scan this general environment, as well as the 

competitive environment, for signals of threats and opportunities. 

Companies that operate in more than one country are confronted with 

many, usually different, general environments. Even in the same country, 

different environments may exist. 

 

Technology: The technology element includes existing technology as well 

as advances in technology. The term “technology” refers to the sum total of 

the knowledge we have of ways to do things. It includes inventions, it 

includes techniques, and it includes the vast store of organized knowledge 

about everything from aerodynamics to zoology. It is one of the most 

pervasive factors in the environment. It is science that provides knowledge, 

and it is technology that uses it. It main influence is on ways of doing things, 

on how we design, produce, distribute, and sell goods as well as services. 

 

The impact of technology is seen in new products, new, machines, new 

tools, new materials, and new services (Lewis, 1992). A few of the benefits 

of technology are greater productivity, higher living standards, more 

leisure time, and a greater variety of products. But the benefits of 

technology must be weighted with the problems associated with 

technological developments, such as traffic jams, polluted air and water, 

energy shortages, and the loss of privacy through the application of 

computer technology. 

 

Society and Culture: The societal/cultural element of the general 

environment includes the social, cultural and demographic characteristics 

of the society within which an organization operates. If, for example, a 
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society becomes more concerned about environmental pollution, 

organizations will be forced to respond to society’s values in that area. 

These will often be expressed in laws involving the legal/Political element 

(Jeremy, 1988). Other values that might affect business include such factors 

as the perceived importance of health care in an aging population, the 

importance of education, and the importance of equal employment 

opportunity. Demographic trends include an aging population, a baby 

boom segment, and geographic shifts of populations. 

 

Social Attitudes, Beliefs and Values: Managers of various organizations in 

Nigeria have been criticized for not being responsive to social attitudes, 

beliefs, and values of particular individuals, groups, or societies (Okere, 

2013). But attitudes and values differ among workers and employers, rich 

and poor people, university students and alumni, accountants and 

engineers. This variety makes it difficult for managers to design an 

environment conducive to performance and satisfaction. It is even more 

difficult to respond to these forces when they are outside the firm. Yet 

managers have no choice but to take them into account in their decision 

making. 

 

Over the centuries of Nigerian social development, a number of social 

beliefs have evolved that are of significance to the managers. Among the 

most important of these are the following: 

1. The belief that there are opportunities for people who are willing and 

able to take advantage of them.  

2. A faith in business and a respect for business owner and leaders. 

3. A belief in competition and competitiveness in all aspects of life, 

particularly in business. 

4. A respect for the individual, regardless of tribe, religion, creed 

political affiliation etc. 

5. A respect for authority arising from ownership of property, expert 

knowledge, and selected or appointed political position. 
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6. A belief in, and respect for education. 

7. A faith in logical processes, science, and technology. 

8. A belief in the importance of change and experimentation to find 

better ways of doing things. 

 

It is true that these and other major beliefs have tended to erode as the 

country has been more populous and as social problems have forced more 

government involvement in everyone’s life. It is also true, as usually 

happens in all cultures, that when peoples’ standard of living improves, 

their expectations for a better life tend to increase even faster. 

 

Economy: The economy element includes the general economic condition 

of the country or countries, region or regions, in which the organization 

functions. Factors such as the rate of inflation, the level of interest rates, the 

value of currencies, consumer purchasing power, the level of employment, 

the amount of budget deficit, the trade deficit with foreign countries, and 

numerous other factors must be analyzed for their impact upon the 

organization. 

 

Political Environment: Political environments, that is, the attitudes and 

actions of political and government leaders and legislators, do change with 

the ebb and flow of social demands and beliefs. Government affects 

virtually every enterprise and every aspect of life. With respect to business, 

it acts in two main roles: it promotes and constrains business. For example, 

it promotes business by stimulating economic expansion and 

development, by providing assistance through the Small Business 

Administration, by subsidizing selected industries, by giving tax 

advantages in certain situations, by supporting research and development, 

and even by protecting some business through special tariffs. Finally, 

government is also the biggest customer, purchasing goods and services. 
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Legal Environment: The other role of government is to constrain and 

regulate business. Every manager in Nigerian organizations is encircled by 

a web of laws, regulations, and court decisions not only on the national 

level but also on the state and local levels. Some are designed to protect 

workers, consumers, and communities. Others are designed to make 

contracts enforceable and to protect property rights. Many are designed to 

regulate the behaviour of managers and their subordinates in business and 

other enterprises. There is relatively little that a manager can do in any 

organization that is not in some way concerned with, and often specifically 

controlled by, a law or regulation. 

 

The internal environment includes all of the elements within the 

organization’s boundaries such as corporate culture, current employees, 

stockholders, management, leadership style, organizational structure, and 

other similar factors.  An organization may operate both within and across 

national boundaries. Thus, both its competitive environment and its 

general environment may be performed either locally or globally. There 

may be many local national environments within which the organization 

operates if it is a global firm. 

 

Complexity of Environmental Forces 

The interweaving of these environmental elements makes their study and 

comprehension exceptionally difficult. To forecast them so that a manager 

can anticipate and prepare for changes is even more difficult Emily, Vicki, 

Naomi, James, and Joseph (1990). Social desires, expectations, and 

pressures give rise to laws and standards of ethics. Social forces, including 

ethics, normally arise before laws are passed, since the legislative process 

is notably reactive in the sense that it acts when a crisis is at hand but 

seldom before. Furthermore, existing laws and regulations, which are so 

numerous and complex that even the best-trained lawyers cannot know all 

of them, although they would probably know where to find them, often 

are brought to our attention in surprising and unusual ways. 
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External Organizational Environments: Stability and Complexity 

Tom and Stalker (1961), first brought our attention to two types of 

organizational environments, that is, “stable and unstable”. Stable 

environments have little change. Unstable environments are full of 

changes. They also identified organizational design responses to these 

external environments, that is, “mechanistic and organic”. The mechanistic 

model focuses on hierarchal relationships and tends to be rigid in the worst 

sense of the word “bureaucratic”. Organic organizations are characterized 

essentially by openness, responsiveness, and a lack of hierarchy of 

authority (Tom and Stalker, 1961). However, Robert (1972), later 

conceptualized the environment as not just an issue of stability, but also 

one of complexity. Simple environments have few products, few 

competitors, few locations, and simple technology. Complex environments 

usually have a large number of products, a large number of geographic 

locations, a change in consumers or their nature, and they often involve 

complex technology. 

 

Organization and Environment Interface     

Organizations in Nigeria can interface with their environments in either of 

two ways: they can adapt to them or change them. 

 

Adapting to the Environment 

Organizations adapt to their environments primarily through the strategic 

planning process, in which they assess the situation, establish major 

objectives, and establish strategic plans accordingly.  To be adaptive, an 

organization needs a structure that is flexible and responsive-organically. 

Normally this means allowing for decision making, by the managers 

directly involved in a situation, as opposed to all major decisions being 

made by top management. 
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Companies have several strategic and tactical options for changing their 

environments: public relations, politics, trade associations, and illegal 

activities. 

 

Public Relations: Through the media, and often through advertising, firms 

may influence various conditions within their environments. Advertising 

is most often used to stimulate demand, but it can also be used to influence 

public opinion for other reasons. 

 

Politics:  Organizations often attempt to influence state, federal, and local 

governments. The principal weapons are personal contacts, lobbyists, and 

political action committees (PACs), that is, committees organized by the 

company to support political candidates who favour special interests. 

Large businesses and trade associations have been using lobbyists for years 

as a way of influencing government, but small businesses have recently 

turned to this means, as well (Sue, Robert and Gregory, 1988).  

 

Trade Associations: Trade associations have long been a favourite tool of 

organizations to influence customers, suppliers, government, and even 

competition. Associations often employ lobbyists to represent the interests 

of members with these various constituencies. 

 

Illegal Activities: Unfortunately, organizations sometimes resort to illegal 

activities in order to change their environments. To some, it seems 

necessary. It is reported, for example, that you cannot be a major player in 

the New York City construction industry without paying bribes, often to 

organized crime (Robert Joanne, 1986). Many times firms simply yield to 

the pressures of competition and commit such acts to beat out competition. 

 

Social Power and Social Responsibility 

Nigerian organizations interacts with a large number of constituents in 

their environments, each of which may be impacted on by actions that the 
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organizations take. These constituents may in turn take actions that will 

affect the organization. Because of its tremendous amount of social power, 

that is, the power to influence various constituents, that is, business is 

perceived by many components of society as inheriting commensurate 

level of social responsibility (Neil, 1973). Social responsibility may be 

defined as the obligation of an organization to solve problems and take 

actions that further the best interests of both society and the company 

(Jerry, 1986; Keith and William, 1984). 

 

The social power/social responsibility concept suggests that business has a 

certain social responsibility because of the power that it wields. If it fails to 

adhere to those social responsibilities, the business will find itself at the 

mercy of societal constraints upon its operations. This is the “Iron Law of 

Social Responsibility” (William, Keith and James, 1988). This clearly 

happened in the 1960s and 1970s. Numerous Laws were passed to make 

business adhere to society’s interests in the areas of equal employment 

opportunity, water pollution, air pollution, occupational safety and health, 

and consumerism. Because companies had not adhered to society’s norms, 

society took action and created laws to force them to do so. 

 

Thus, managers must content with external social controls at several 

different levels of an organization or industry such as: (1) those that focus 

on the individual firm or industry, (2) those that focus on the specific 

practices or business functions, and (3) those that are systematic and apply 

to all firms in the industry or society (Thomas, 1983).    

 

Ethical Responsibility 

Ethical responsibility includes behaviours that fit within the norms of 

society, the organization, the individual, and the profession that have not 

necessarily been made into law. Ethical behaviour is behaviour that is 

acceptable and considered appropriate according to society, the 

organization, the individual, and the profession. Unethical behaviour is 
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outside the norms of society (Kimberly and Newman, 1989). Ethics is 

simply, the rules that say what is right and wrong, as defined by a 

particular reference group or individual (William, Keith and James, 1988). 

Managers in Nigerian organizations functions within a society. Societal 

ethics defines what is acceptable and ethical behaviour within the society. 

The manager also functions within an organization. Organizational ethics 

defines those behaviours considered ethical within an organization. 

Managers also often function within a profession, and many believe 

management is a profession itself. Professional ethics includes those 

behaviours prescribed by professional associations as appropriate to 

members of that profession. Finally, managers are individuals. Personal 

ethics is behaviour the individual considers to be appropriate and is 

derived from a variety of sources such as society, organizational, 

professional, as well as from religious institutions, family norms, and peer 

groups. 

 

In our global society, what is perceived to be ethical in one society is not 

ethical in another.  This often poses a problem for businesses.  

Multinational organizations find, for example, that in most Third World 

Countries, bribery is a way of doing business. However, it is illegal in the 

United States, and it is illegal for U.S. businesses to commit bribery, even 

in countries where it is considered to be legal (Jeffery, 1986). Despite the 

apparent need to do so, some companies, such as Ford Motor Company, 

have refused to pay bribes in order to do business in foreign countries 

(Donald, 1989). Thus, any person in business, government, a university, or 

some other organization is aware that ethical, as well as legal, standards 

do differ, particularly among nations and societies (Rogene, 1989). This has 

long been true. 

 

Relationship Between Management and Society 

The emergence of management as a distinct and identifiable activity has 

had an important impact on the society within which it developed. So, too, 
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society, with its institutions, customs, and value systems, has molded the 

foundations upon which management has formed its framework of 

thought. In recent years, the attention of businessmen, philosophers, 

scientists, and the general public has been directed to issues concerning 

responsibility of management, ethical and legal practices of managers, and 

the entire set of value systems of the business community. 

 

Management first evolved as the part of an economic system that allocated 

the resources of land, labour and capital in a way to maximize material 

returns to satisfy the wants of human beings. Its primary orientation is still 

economic; yet, as a result of its increasing importance in society, it has 

become a social institution. Its decisions and actions now have widespread 

impact on other social institutions, and therefore, management cannot 

escape social issues. The social issues faced by modern managers are 

numerous and complex such as: 

 

1. Policies regarding tribal, ethnic, religious etc discrimination in its 

employment practices in Nigerian organizations (Okere, 1994). 

2. The position of multinational companies concerning divestment. 

3. The willingness by business to accept voluntary restraints. 

4. Adjustment by management to controls over exports to certain 

countries. 

5. Recognition of responsibilities to developing countries. 

6. Policies toward support of educational institutions. 

7. Involvement of management personnel in political campaigns and 

organizations. 

8. Marketing policies promoting products that create health, safety, 

and other social problems. 

9. Operating policies that impose social costs. 

10. Involvement in the community and in the family life of employees. 

11. Policies of providing opportunities for women in roles traditionally 

unavailable to them in the past. 
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Among the many social institutions that have affected the value systems of 

management, the following four are particularly important; (1) the family, 

(2) the educational system, (3) the church, and (4) the government 

(Buchholz, 1985). 

 

The orientation of management has broaden in the last several decades. 

Initially, scientific managers focused at the shop level or how to operate 

efficiently. Later, the focus was on organization behaviour at all levels 

within the organizations. More recently the scope has broadened from 

micro-management i.e.; operations within the organization, to macro-

management i.e.; interactions between the organization and its 

environment. Thus, a manager must develop understanding of matters 

affecting numerous social issues such as those listed above. Furthermore, a 

manager in modern society must develop some philosophical foundation 

for his or her own value system. 

   

The growth of the large corporation, with its professional managers, has 

changed the nature of society through its effect on competitive forces and 

the ownership of private property. With its increased power in society, it 

has been forced to concern itself with the nature of its social responsibilities. 

Management must make decisions involving moral issues and must adapt 

itself to the social forces that affect it. 

 

Within the patterns of values formed by these institutions, the executive 

must resolve issues of social responsibility. Consumerism with its emerging 

spokesmen and new laws, environmentalists with their increased emphasis 

on pollution and threats to health and the quality of life, and political 

disclosures, and bribery of executives by multinational firms forced 

increased attention on managers’ social responsibility. Legally, executives 

are repre4sentitives of stockholders or a governmental agency, yet they 

have responsibilities to employees, consumers, suppliers, and the general 

public. 
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Four schools of thought relative to social responsibility offer a framework 

for managers in viewing social responsibility. These are: 

 

1. Profit maximization as socially desirable: Many agree with this 

school of thought that executives can make their best contribution to 

society if they focus on profit maximization. This school argues that 

if managers attempt “to do good” for society they will do a poor job 

in performing the role for which they are best fitted and will usurp 

the responsibility of government and social institutions which have 

clear roles in promoting public welfare. 

 

2. No long-run conflict between corporate and social responsibility: 

This school argues that the executive finds that he or she must 

assume responsibility for community, and social development 

because his or her organization’s profits depend upon such activities 

as aid to education, community development, and social welfare. In 

short, the executive should be socially responsible because it pays. 

 

3. Improvement of One’s own organizational behaviour best leads to 

social betterment: This school focuses on social improvements 

within one’s own organization through attention to motivation, 

leadership, communications, power equalization, and worker 

satisfaction. The emphasis in this school is on a social consciousness 

within the organization where the manager can be effective in 

achieving improvements. 

 

4. Management as trustee: This school represents the opposite extreme 

from the profit maximizer; it takes the view that managers should 

act voluntarily as trustees of the public interest. In this view, big 

organizations have such increased power that their responsibilities 

transcend that boundaries of their own organizations. The strategic 

position of these big organizations requires special consciousness of 
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social obligations. Regardless of which school is followed, the 

manager must develop some strategy concerning: 

 (1) How his or her company will adjust to external factors, 

 (2) What impact his or her organization will have on its 

environment. 

 

Conclusions 

Managers in Nigerian organizations operate in a complex business 

environment. They are affected by, and to some extent influence by the 

environment. The environment of the organization has two principal 

components, that is, internal and external. The external environment 

similarly has two principal components, that is, the competitive 

environment and the general environment. The external environment 

affects the organization at both domestic and international levels. 

Organizations often face many competitive and general environments if 

they function in different countries. Thus, organizations are confronted 

with much more complex and unstable environments than they have been 

in the past. They must learn to adapt to or change their environments in 

order to survive. 

 

Social power/social responsibility suggests that business has a certain 

social responsibility because of the power that it wields. Key issues include 

environmental pollution, which include water and air; equal employment 

opportunity, occupational safety and health, and consumerism. If 

organization fails to adhere to those social responsibilities, the business 

will find itself at the mercy of societal constraints upon its operations. 

Ethics deals with what is good and bad and with moral duty and 

obligation. It is rules of the game. It is the norms and values defining 

conduct. It may be societal, organizational, professional or personal. 
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Recommendations       

The following are recommended for improved relationships between 

management of business organizations and society with focus on 

environmental variable, social responsibility and ethics in Nigerian 

organizations. 

 

1. Creation of a better social environment should benefit both Nigerian 

society and business. 

2. Managers should consider the needs and desires of members of 

society outside the organization, as well as the needs for material and 

human resources, technology, and other requirements in the external 

environment. 

3. Economic environment should also be of greatest importance to other 

types of organized enterprises such as government agencies, 

churches, mosques, universities etc not only production and 

distribution of goods and services that people want and can pay for 

it. 

4. Managers should be abreast with aspects of the political environment, 

and their economic impact on their organizations. 

5. Managers should recognize customers as most important factor for 

the success of their enterprises. Because without them a business 

cannot exist. 

6. Impact of technology should be seen in new products, new machines, 

new tools, new materials, and new services in Nigerian organizations. 

7. Managers in Nigerian organizations should be responsive to the 

social attitudes, beliefs, and values of particular individuals, groups, 

or societies. 

8. Managers should implement the laws and regulations, and court 

decisions designed to protect workers, consumers, communities; and 

enforce laws and regulations on contracts, and protect property 

rights. 



South-South Journal of Humanities and international Studies                      Vol.3 No.1 March, 2020 
 

Linking Management and Society with Focus on Business Environmental Variables for…  288 

9. It is better to prevent social problems through business involvement 

than to cure them. Therefore, it will be easier to help the hard-core 

unemployed than to cope with social unrest. 

10. Business in Nigeria has the resources. Specifically, business should 

use its talented managers and specialists, as well as its capital 

resources to solve some of society’s problems. 

11. Business has a great deal of power that, it is reasoned, should be 

accompanied by an equal amount of responsibility. 

12. Modern society is an independent system, therefore, the internal 

activities of the enterprise should have an impact on the external 

environment. 

13. Problems can become profits. Items that may once have been 

considered waste, for example, empty soft-drink cans, can be 

profitably used again. 

14. Social involvement of business discourages additional government 

regulation and intervention. The result is greater freedom and more 

flexibility in decision making for business. 

15. Business should try to solve the problems that other institutions have 

not been able to solve. 

16. Social involvement of business should create a favourable public 

image. Thus, a firm may attract customers, employees, and investors. 

17. Managers in Nigerian organizations should not joke with competitive 

environment of business and its elements such as customers, 

competitors, suppliers, substitutes, and threat of new entrants. 

18. General environment of business such as technology, society and 

culture, social attitudes, beliefs, and values, economy, political and 

legal environments should seriously be considered in managing 

organizations in Nigeria. 

19. Ethics should be institutionalized in Nigerian organizations. 

20. There should be code of ethics and its implementation through a 

formal committee. 
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