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lnu,oduction to Management (Module 1)

Module 1

Introduction to Management

1.1.

MANAGEMENT‘f*ﬁéé«akauz.s.-_s.f;.
el e

1.1.1. Meaning of Mangq
The term ‘management’
planning, organising,
activities of human b
with the intention of
objective. Being broad

gement

L stands for the gt of
d}rectlng and controlling the
€Ings and physica] resources
accomplishing a predefined

in nature the word ITi
. carries
many contextual meanings. It is looked upon as a

< I 1 ’ 3

factor qf p oducuon‘, as a “class of persons’, as a
‘process’ and as an ‘exploiting set of people’
the view point of economists, socialists, manage
practitioners and trade unionists, respectively

from
ment

In a nutshell, it is portrayed as ‘an activity’ or ‘a
process’ executed by “‘a group of people’
dynamically engaged with the authorities to make
decisions or policies. In further simplification, it can
be stated that, management is the job of a manager,
who exhibits the art of managing the people and
getting the things done with the help of formally
organised groups of people.

According to Louis Allen, “Management is what a
manager does”.

According to James D. Mooney and Allan C.
Reiley, “Management is the art of directing and
inspiring people”.

According to Peter Drucker, “Management. is a
multipurpose organ that manages a busnniss,
manages manager and manages workers and work”.

According to Koontz and O’Donucl, “Management
is the creation and -maintenance of an 'u'nernal
environment in an enterprise where 1pd1v1duals,
working in groups, can perform efficiently Idnd
effectively toward the attainment of group goaijs. t:s
the art of getting the work done through and wi

people in formally organised groups”.

L1.2. Difference
Management and Ad

In terms of both business an
activities, management is SIMP
Process of gathering and directing p

between

ministration

d human organisation
ly described as the
eople towards the

%_\_

achievement of organisational goals. It is defined as a
function of planning, organising, staffing, and
directing the people of the organisation towards the
attainment of established goals and objectives. Such
resourcing pertains to the usage and management of
human, financial, technological, and other natural
resources. Administration is the widespread process
through which people and other resources of an
organisation are efficiently ‘organised for directing
managerial  activities towards attainment of
organisational goals. It establishes the policies of the
firm, broadly outlines the organisational structure,
and undertakes the overall control of the enterprise.

According to Oliver Sheldon, “Administration
defines the goal; management strives toward it”.
Basis of Management Administration
Distinction '
1) Nature It is a doing or(lt is a thinking or
executive function. determinative

- function.
2) Type of It involves|It involves
Work implementation of|formulation of
policies for the|policies and
achievement of|objectives.

objectives.
It involves directing|It does not involve

3) Direction

of Human (efforts of employees|direction of human
Efforts towards achievement|efforts.
of organisational
goals.
4) Main Controlling and|Planning and
Functions |motivating are its main|organising are its

functions. main functions.
5) Managerial|lt includes middle and|It includes top-level

Level lower-level management, such
management such as|as, Board of
Managing = Director,|Directors.

General Manager, etc. £
6) Influence |Set  policies  and|External forces and

objectives  influence|public views
managerial decisions. [influence
administrative
decisions.
7)' Skills Human and technicallHuman and
Required |skills are required for|conceptual  skills
management. are required for
administration.
8) Usage Mainly used infMainly used in

business set-ups. public and

government sectors.
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1.1.3.

Nature of management cap
help of the following points:

1)

2)

3)

4)

5)

6)

7)

e T e e e

Nature of Management

be explained with the

Cox.mnuous Process: Managemem s & mever
erfldmg process. It continuously follows a series
gire(s::?ps hcl;e Plann‘mg, organising, staffing,
Ing and controlling for effective utilisation
of financial and personnel  organisational
resources. All these functions are inter-dependent
and one function cannot operate without the
presence of the other. Hence, management is an
unending process that follows a number of steps
so that the problems are identified and resolved.

Management as a Discipline: Management may
not fit well in the context of a discipline like
f)ther p!lysical sciences but its status is gradually
Increasing  amongst = the practitioners of
management. In recent times, the status of
management as a discipline is increasing as it
provides certified information and knowledge to
‘management .practitioners and also aims at
discovering new aspects of the business world.

Man?gement-as a Career: Management on its
own 1s an excellent career option offering diverse
growth opportunities. Management also offers
insights  in interesting, stimulating and
specialised areas like human - resources,
marketing, finance, -supply chain management,
etc. These are all upcoming challenging areas

and lucrative career options. R

Management as a Science as well as an Art:
Management is a good combination of art as well
as science. As it is an organised body of knowledge
and states various facts and truths, it can be
considered as a science. Management is also an art,
as it involves managing various processes which
require different set of skills by managers.

Goal-oriented: Every organisation has to attain
a set of pre-determined goals. The success or
failure of the management depends on the extent
to which these objectives have been achieved.

Guidance: Management provides guidance and
explains the ways in which human and material
resources can be utilised in the most efficient
manner. It suggests téchniques for effective and
economic utilisation of scarce resources to
achieve the objectives of a business enterprise. It
is an art of getting things done by achieving
coordination among employees who carry-out
specific and diverse business operations.

Management is a Human Activity: Management
can be termed as a human activity and the

' functions of management can only be performed

MBA First Semester M

8)

9)

10) Management is Dy

ement & Orgnnismionnl Behaviour) VTU
a

" taff members- Thuifo:rﬁ
rate body can perfor

is an intangible activity
hinfes ;lor touched.
thority: Auth.ority
pehave 1n a

- g
by the orgamsauonnl

artificial entity ©
managerial function oot
which can be felt but n i
tes AU
ent Deno
compels le to WOl ime base of
compels peop’® . is the pri
icular manner. Authority S AGETTEE
pam:uemem Lo managenifhnagement gives
;'?lztllr;tigon without authority- to‘guide,
the authority to the managers B anagement
control. This authority en?b]es e narchy o any
to attain a higher position 10 the
business organisation.

S
Management Ensutrze;t s
Coordination 18 1mp‘onan o o sination
in an organisation. (o]

i cial for
employees and among (ti'epﬁrtmglr:;?nlessgruMumal
: i t e 5 . .
h functioning O ; i
;glr(r)r?ctmy between employees helps in attaining
organisational o

Coordination:

h and every stage
among

bjectives successfully.
namic: It is difficult for any

business environment to remain constag:l tf(;liss
long period of time. Hence, manag_eg:] et
changes with every change in the envir men
the business. Management tools and techniq .e}sl
help in converting the threats associated wit
environment into opportunities. Mz_magement
adapts itself according to the chang.lng goals,
requirements and challenges of the business.

1.1.4.. Scope of Management :
The scope of management can be understood with

the help of the following points: Tal
1) Activity Point of View: Management principles

and practices can be used in the following

. functions and activities:
i) Planning:

Planning activities involve
formulating rules, objectives, = policies,
processes, strategies, etc. These activities
also help the managers in deciding what,
how and when to achieve.

i) Organising: Organising is the process of
assigning designations by distributing work
in the form of suitable duties.

iii) Staffing:  Staffing  activities  involve
assigning human resource to the designations
developed during the organising process.

5

.iv) Directing: While directing, managers are

responsible for leading the employees
gundmg_ them  and providing therr;
information regarding dos’ and don’ts of the
organisation.
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3)

v) C ing:
) ontrolling: Controlling involves

Its with the set objectives,

f .
management can be Management: Scope of

. Vi i : ;
functional areas: ‘sualised in the following
1) - Financi

) mar?ancelal Management: Financial
gément involyeg budgetary control,

'?nancial planning, ma
orecasts, statistical

earni
Ngs, management accounting, etc.

ii) :;el‘sunnel ~ Management: Personnel
th:nager]nent mvol_ve‘s recruiting and selecting
emp oyees:., training them, providing them
SOC.lal _ Secunty,  ensuring labour-welfare
mamtalpmg industrial relations, etc. It is alsc;
responsible  for conducting acti\;ities like
promoting, transferring, demoting, terminating
and retiring of the employees.

iii) Purchasing Management:
management deals with materj
Inviting .tenders for purchasing
entering into contracts, placing ord,

iv) Production  Management: Production
management involves time-study, quality
mspection and control, production planning,
motion- studies, tools and techniques of
production control, etc.

king cost ‘‘control
control, managing

Purchasing

al control,
materials,

ers, etc.

v) Maintenance Management: It ‘involves
maintaining and -taking good care of
organisational infrastructure like machinery,
plants, buildings, etc. R

vi) Logistics Management: Logistics management
deals with different components like material
handling, warehousing, order processing,
transportation, inventory control, etc.

vii) Marketing Management: Marketing
management is quite wide in scope and dea.ls
with marketing processes, marketing mix
decisions, market research, managing risks in
marketing, market planning and control, etc.

viii) Office Management: It involy.es activities
like staffing, availability and maintenance of
office equipment, preparing office layout, etc.

ix) Development Management:' D;velopn;)em
management involves conducting'researches,

experiments, etc. 2t

an Inter-disciplinary
ent principles are ba_sed'on
For successful application

Management is
Approach: Man_agem
multiple disciplines.

4)

5)
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of management principles and practices, StUd}f of
different fields like psychology, economics,
mathematics, commerce, etc., is very crucial.

Universality ‘of Management: Management
principles are universally accepted and hence,
can be applied to any collective activity for
realising mutual goals.

Agent of Change: With the help of research and
development techniques, management concepts
can be applied in different fields for changing
traditional methods and implementing modern
management practices.

1.1.5. Objectives/ Purpose of Management

The objectives or purpose of - management are
explained below: '

1)

2)

Organisational Purpose: Management practices
should be such that they help in realising the
goals ' of ‘the ~organisation. - Thc  basic
organisational goals are as follows:

i) Every business activity has certain amount of

- capital invested by its shareholders and other
investors. Hence, the prime objective of any
management should be to givc fair returns to
these investors by earning rc --onable profits.

ii) ‘Survival is the prime aim | 1wy business
activity. Continuing existence of the business
in the long run stands to be a major objective
for the management of the organisation.

'iii) Expanding the business with the growing

., demands of the products and searching new
business avenues.

iv) Improving the popularity and goodwill of the

business enterprise in the market. This is one
of the main concerns of management.

Personal Purpose: There are different people in
every organisation and each of them has his/her
own individual purpose. Achievement of these
personal objectives encourages the staff to
improve their performance and help the
organisation to grow and prosper. Some of the
personal purposes are as follows:.

i) . Reasonable salary and allowances as per the
performance is the basic expectation of an
employee from the management of the
organisation.

ii) Proper working environment.

iii) Latest technological updates and training for

- the employees at regular intervals.

iv) Equal and fair opportunity of participation in

~ the management decisions.

v) Security against termination and prospects of
growth.
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3)  Social Purpose: A

in a soci 5
1ety. Thus bemg a part of the society, it

has ¢ i s Sun
oE th:’;‘;;ﬁaoblxgatnons towards it. The objectives

gement tow; . v
below: - wards the society are listed

1) ‘The quality and va)y
Services offered to the
... Supreme and affordap]e
ii
) i?:;les ztlgd other returns to be filed on time
€ government, regulatory  and
statutory agencies.
i}lztural_ resourc'es should not be exploited for
n rel:;smg profitability. Hence, management
>nould protect the environment from harmful
business activities,
Mamfammg friendly 'relations with dealers,
suppliers-and competitors.

V) Conserving moral and. ethical values of the
society. .

€ of the goods and
consumers should be
respectively.

iii)
iv)

1.1.6. Levels of Management -
Everyprganisation has.a. chain of. command which
determines .the powers,-and the ranks held by the

n?apagedal personnel. Levels of management can be
divided into following categories:

. Top
.. President
Vice-Presidents

-Middle .
Plant Managers,
Division Managers,
Department Managers

Supervisory/Operative Management
Foreman, Supervisors, b
Office Managers, Team Leaders

Figure 1.1: Levels of Management

1) Top Management: Top level management
involves the people that are at the highest
managerial positions. This position is held by the
senior most authorities in an organisation
including the Board of Directors, Chief
Executive Officer (CEO), sectional heads, etc.
They are involved .in the long-term planning,
laying: down policies and ~ strategies for
organisational development and selection of
methods to be adopted for achieving the
objectives. They act as a medium of
communication for maintaining relations with the
external suppliers and agencies. Being the
leaders of the organisation, they are accountable

for good or poor performance  of  the

organisation.

MBA First Semester (Ma

nisational Behaviour) VTU

nagement & Orgs
Depﬂrtmental he

ads form

g enddle Management:management. They are

the middle levfrllonitoring the' depz?rttm-el}tal
sponsible for .~ and maintaining
eth truction activities

activities, giving 105 the various actv
coordination between | units and divisions,
carried-out in the severa " the role. of the

la
Middle level managers PIa¥ “ o,

mediator between the top They convey the

lower level management. . and explain the

decisions taken by t i tc:)r the lower level

i tance of the sa : dbac

::g:z)lrg:ment. They also transml';vti}:) r;el(:wel tlé
: ; he supe ?

and suggestions given byt pVate, inspire and

the seniors. Their role -is to miotl e th
encourage the operational leve

increase their performance levels. S
: ent: Firs

3) Supervisory or O_peratlve M_z:lltl:;:;;:;t, RPN
line supervisors like — super1 dei{he
officer, foreman, supervisor, etc., com? 1;1 th
operative management level. They o gW the
instructions and guidelines provided by the
middle level of management. They are
responsible for getting things done by the
~ workers. Production, activities, assngnment. of
jobs amongst workers, arrangement of regu}{ed
machinery and tools, etc., are the ac}wxhes
performed by these managers. It s the
responsibility of these managers to get the work
done of the desired.quality in the specific period
of time. They provide technical assistance to'the
workers; ensure availability of necessary

he seni

~ facilities; report problems and offer feedback to

the higher level authorities, etc. It is also a part of
_their job description to prepare the daily plan of

action as per the guidelines specified by senior
- level managers. K

1.1.7.  Functions of Management

Each and every business endeavour has its own
predetermined goals to achieve. The realisation of
thosc goals may not be possible without an intended
and incorporated unanimous effort of all the
organisational members who follow the instructions of
a central coordinating agency. For example, in case of
a football or hockey team, one cannot win the game
until and unless there is a combined attempt by the
players under. the appropriate guidance of a Captain of
the team. The central coordinating agency in this
context is ‘M-A-N-A-G-E-M-E-N-T’ and the
approach of getting the things done is known as the
‘management process’. Hence, management is a
complex process which includes many: activities j
pamcul:dr sequence. Each activity contributes towmda
the attainment of the organisational goals. Indivic?f;a?
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carried-out accord; ment, individual functions are
N8 10 a time-specific arrangement.

Thus, management
Process ¢
process where the p, an be referred to as a

sequential time-boung

dynamic  process involves
components and practices, Practi
management are not simjj
activities like procurement, marketing, production,

finance, etc. These dynamjc -
: es are perfi
by the top, middle and operative level B

managers:
/ Planning \
Controlling Organising
' Directing Staffing

Figure 1.2: Functions of Management

The main functions of management process. are

explained below: ; .

1) Planning: The deliberate effort to attain the
expected result through a predetermined - future
course of action is termed as planning. It involves
visualisation of activities that need to be done, the

:.methods for doing them, where they are to be done,
what will be the outcome and the methods to
‘evaluate the outcomes. As per Henry Fayol, every
management should visualise a plan that comprises
the desired result, foreseeing the line of action,
methods to be adopted and stages to go through.

2) Organising: The second ' function .of
management is to prepare and organise.
Organising involves division and re-division of
work into smaller tasks, distributing the _tasks
among designated staff and allotting aut.h01.1ty to
every position for ensuring proper fgnc.tlonlng of
the same. Proper organising, th(; _effectlveness of
the company is enhanced, repetition, .redund.anczi)f
and duplication of the operations 15 avcgldeh,
thereby reducing the operating cost of :h:
company. It is the rcspon51b.111ty o e
management to organise the required reslo troos
beforehand and then to follow the pla

activities.

15

3) Staffing: It is the process of appointing people for
the.. positions formed by the , process of
organisation. Staffing is the process of recruiting,
deploying and, retaining sufficient and gual}ﬁed
employees or staffs to create and maintain a
favourable working . environment and thereby
improving the organisational effectiveness. In
large companies, staffing process is carried-out by
coordinating with the human resource department.

4) Directing and Leading: Direction is the key to
achieve required goal. After the orientation, the
senior manager is accountable for directing gnd
leading the subordinates to achieve enhanced Jf)b
performance and to motivate them to work V‘flth
passion, . confidence  and enthusiasm. Directm_g
motivates the employees to. perform their

. responsibilities towards realising the organisational
goals. While planning, organising and staffing are
the preliminary functions to the actual business
activities, direction adds a spark to the organisation
by bringing the processes into motion.

5)  Controlling: Functions of a‘ manager are not

' -complete. even when the above elements are in
place. It;is very important for the manager to
review and assess the organisational activities on
a regular basis and take necessary steps for
ensuring that the plans are being carried-out in
compliance with the predetermined path.
Controlling is a visualisation process that verifies
‘that the tasks are performed as per expectations
and checks for current and future deviations. The
controlling function helps the management in
identifying the deviations if any, and makes
required changes in the plans for achieving the
organisational goals.

1.1.8.  Significance of Management
Management plays an important role in the growth
and welfare of an organisation. The following points
describe the significance of management:

1) Motivates to Take Initiative: To do an activity
without being influenced or motivated by
someone is termed as initiative. Management
always  encourages the employees to take
initiatives to perform activities that are new yet
beneficial for the organisation. Management
encourages the employees to formulate new
plans, strategies and implement them for the
benefit of the organisation without being
influenced by the higher authorities. Self-induced
activities give 'sense of contentment to the
employees and thus, encourage them to continue

doing such work and bring success to the
organisation.
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2)

3)

4)

5)

6)

~ to give better perform

Encou.rages Innovation-
necessity ip today’s ;
Management facilit
and concepts;
methodologies;
technologies: |
services; etc.
management h;
the competitiv

Innovation s a
Competitiye environment,

ates Introduction of new ideas
use of new g,

advanced

€ position of th

Helps in Expansion 5
nd Growth: 5
Proper managerig| skills, a h: By exercising

. manager can
effective and efficient use g ensure

g ance and attempts to reduce
absenteeism ang employee . turnover. These

activities in turn enhance the growth and growth
prospects of the organisation.

Increases the Standard of Living ' of the

Employees; Management ensures that the' profits
carned by the organisation are also shared with the
employees. Management inspires the employees

by i.rrllproving the working environment and
conditions  which in

ns turn © ensures  their
productivity. It also offers non-financial and
financial incentiv

©s-to satisfy their monetary and
non-monetary - - needs. - Thus, satisfying  the
monetary needs of the employees alongwith
offering ' them psychological ' and emotional
satisfaction improves their standard of living.
Improves Corporate  Image: Efficient
management helps in providing superior products
and services to the consumers. Offering best
goods and services at reasonable and economic
prices creates a good image of the organisation in
the industry. This leads to improvement in the
brand image and goodwill of the company. Good
corporate image creates many opportunities for
the organisation and creates a dominant position
in the market.

Reduces Wastage of Resources; There are three
main type of resources used in every organisation
vA., physical, human and financial resources.
The planning and controlling function of
management should be efficient so that the
resources are utilised in an efficient. manner.
Each management activity if conducted as per
the predetermined standards and norms will
reduce wastage and spoilage of resources and
increase organisational productivity. This will
enable the organisation to offer quality products
at competitive rates to the customers.

ent
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7
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8)
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The ‘business environment
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i d in an
p . Cost involved 1
iciency: e ' direct]
Improves Effi - expected are ¢ " thy
activity and rett with whic e

the efficiency
ucted. Higher €
d returns 2
to increase th

fficiency helps in
t minimum cost.
e organisational
different managoqal éo,ols
managerial activities bring
ation and ~provide

proportional t0
activity is cond
achieving increase
Managers are ablo
efficiency by using
and techniques. Thus, =
prosperity to thel (Lregsa
benefits to the emp oyM L Y
klé ina aoteam, like\'vise the
n team members Increases
g the team members is
mmon objectives of the

Fosters Teamwor
employees to WwoOr
coordination betwee
productivity. Unity amon
essential for achieving €O
organisation.

ement
rends of Manag :
Recert, - in which companies

function is very unstable and ever—changmg}.] H(;w:i:ri
the companies have to function as per the f;) ¢ a
needs as well. As both these - factors = afiecting

businesses are

variable in nature, the business

strategies to be adopted by the companies also needfto
be changing to match with the variance. Successful
management techniques undertaken few years ago
may become unproductive as per the current r}eeds
and demands of the market. New improved techmqoes
and strategies have to be developed to keep pace wqh
the changing environment. Few recent trends in
management are listed below:

1)

2)

Business Process Re-Engineering (BPR):
Business process re-engineering or BPR is the
process of evaluating and re-organising the
processes and activities between and within the
organisations. In the field of management and
computer science, improving the performance
and efficiency of the business processes, in order
to improve the organisational stability, is called
“business process re-engineering”. The critical
aspect to BPR is that managers should examine
their existing processes from a clean slate
viewpoint and see how these processes can be
improved for the betterment of the organisation.

Business Outsourcing; Outsourcing is the process
by which a company utilises the products or
services of another company to perform tasks
which were performed within the company. The
company adopts this strategy so that it can get its
resources to focus on activities in which it is the
best. and hence stretch the i‘esources to the
maximum. Outsourcing can be practiced by all
sizes of companies and normally leads to 3 major

cost advantage to the company and also gives it the
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OPPOHllnity to foc

rationale behing out

A sourcing is to reap the benefits
of outside service provide, v

the outsourced activity,
fhe company in many forms, The most obvious one
is the Improvement in the Profitability of company
by 1.-educt10n In cost. The company also gains by
getting access to world clags resources and does not
diture in having to train its
B efits can also be a matter of
convenience for the business owner. The yardstick
for deciding on a Strategy of outsourcing is the
benefit that such a Strategy will reap the benefit for
the company. As long

: as the benefits are more, the
outsourcing process can be considered as a success.

3) Benchmarking: The
comparing firms’

US- on core activities. The

have to incur any expen
own resources..The. ben

procedure which involves

: pe.rformance standards and
busm_ess processes with those .which are best
practices in the sa

. me industry or are the best
standards in other industries is known as

“benchmarking”. Generally, dimensipns which
are measured are time, quality and cost. Through
the process of the benchmarking, the firm is able
to recognise the best performing firms in the
same industry. -or those with the similar
procedures in the other industries and can
compare their (target firm) results and procedure
with that of their own. Thus, this enables them to
ascertain the reasons behind the

good
performance and success of the target firms.

Benchmarking is a method which involves
recognising “the best practices” in terms of the
products as well as procedures which are
responsible for creation ‘and delivery of the
products. The quest to find out “best practices”
can occur inside a specific industry or in other
industries. The purpose which lies behind
benchmarking is to understand and evaluate the
present status of a business or an organisation
with respect to “best practices” in the industry
and recognising areas and ways to ensure better
performance. =

4) Kaizen: Kaizen is a technology ihvepteq in
Japan. It is a globally accepted and practlce’fl
activity. Kaizen means to “change'fqr better”.
This concept is widely used and involves many
activities beyond the basic prqductmty
improving techniques. It in,c.ludes) 1_deas to
enhance and improve the working environment
by enhancing the routine activities such as, better
team coordination, higher employee satlsfacftlon,
comfortable work atmosphere, etc. ts 1dleas
make the everyday job more satisfactory, less

5)

6

7)

* opportunities
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tiring and safe for the employees. It is a pr‘ocesS
which makes the workplace civilised. Tt tries to
remove the processes which demand hard work,
both in terms of mental and physical work. It
makes the whole process approachable and
tolerable for the employees. It helps to ﬁgure: qut
the deficiencies in the functioning of an activity
and improve the same by using modern scnentlf.lc
methods. Kaizen teaches to eliminate wastes 1n
the business process and make the process
efficient and effective.

Six Sigma: Six Sigma is the most widely used
methodology for improving the performance of
processes in an industry. It is also a popular
mechanism to make an organisation more
focused towards - customers and - quality
production.

According to General Electronics, six sigma
can be defined as, “a vision of quality Wh?Ch
equates with only 3.4 defects  per milh.on
for each product or service
transaction and strives for perfection”.

Knowledge Management (KM): KM is a
methodical approach for improving the expertise
to enhance the productivity, innovation,
responsiveness and efficiency in an organisation.
It “is an on-going process of obtaining,

© generating, packaging, providing, implementing

and preserving the knowledge.

It is a management practice where the knowledge
gathered from various business activities is kept
in a common place which can be shared by other
processes and employees. Some of the elements
of knowledge management are business
principles, personal observations, various cases,
negotiations, consultations, etc.

Just-in-Time (JIT): It is a mechanism
developed in Japan emphasising on having the
right items of right quality at the right time at the
right place in the right quantity. This approach is
also called as “hand-to-mouth approach” of
production.. The JIT theory reduces the wastages
in an organisation by putting constant efforts
towards minimising waste, simplifying the work
and improving timeliness. The overall focus of
JIT is on improving the quality, productivity and
flexibility. It is an approach which does not
believe in keeping stocks or increasing inventory
costs. It believes in purchasing or manufacturing

" justithe specific quantity which is ready to go in

assembly lines.




T — . ——

M

managers. It js the ma:;af:rlgemem are known as
employees and division fan o supervises all the

1 § of an organisatj
et i £anisation to ensure
ght performance of assigned tasks. There are
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1.2.2. Level and Kinds of Managers

Managers use conceptual, h
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hie e Dlrgc tion: An important determinant of the manager’s job is hierarchica
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Non-managerial
Line Jobs

Employees
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Figure 1.3: Levels and Types of Managers

i) Top Managers: These are at the top of the
hierarchy and are responsible for the entire
organisation. They have such titles as
president, chairperson, = executive director,
Chief Executive Officer (CEO), and executive
vice president. Top managers are responsible
for setting organisational goals, defining
strategies for achieving them, monitoring and
interpreting the external environment, . and
making decisions that affect the entire
organisation. They look to the long-term future

and concern ' themselves with general
environmental trends and the organisation’s
overall success. Among the most important
respoﬁsil?ilities for top managers  are
comn?um'cating a shared vision for the
organisation, shaping corporate culture, and
nurturing an entrepreneurial spirit that caf; hel
the_ company innovate and keep pace witlI:
rapid change. Today more than ever before top

managers must engage the unique knowledge

skills, and capabilities of each employee

Int
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1ii)

Even as middle Management levels have been
reduced, hovyevc_:r, the middle manager’s job in
many organisations has become much more
yltal. Rfather than managing the flow of
information up and down the hierarchy, middle
managers create horizontal networks that can
help the organisation act quickly. Research
shows, e.g., that middle managers play a
critical role in driving innovation and enabling
organisations to respond to rapid shifts in the
environment.

First-Line Managers: These are .directly

responsible for the production of goods and -

services. They are the first or second level of
management and have such titles as
supervisor, line manager, section chief, and
office manager. They are responsible for
groups of non-management employees. Their
primary concern is the application of rules
and procedurés to achieve  efficient
production, provide technical assistance, and
motivate subordinates. The time horizon at
this level is short, with the emphasis on
accomplishing day-to-day goals. This‘type of
managerial job  might also involve
motivating and - guiding _young, often
inexperienced workers, providing assistance
as needed, and ensuring adhergnce 'to

company policies.

2) Horizontal Direction: The other major basis for

demarcating the types of ma

nagers is horizontal

direction, which is described below:
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i) Functional Managers: These are responsible
for departments that - perform a single
functional task and have employees with
similar training and skills. Functional
departments include advertising, sales, finance,
human  resources, manufacturing,  and
accounting. Line managers are responsible for
the manufacturing and marketing departments
that make or sell the product or service. Staff
managers are in-charge of departments such as
finance and human resources that support line
departments.

ii) General Managers: These managers are
responsible for several departments that
perform different functions. A general
manager is responsible for a self-contained
division, such as a General Motors assembly
plant, and for all the functional departments
within it. Project managers also have general
management responsibility, because they
coordinate people across several departments
to accomplish a specific project.

1.2.3. Managerial kdlesﬁ' Roles of

Management

Multiple roles are assumed by managers for fulfilling

different responsibilities. According to Henry

Mintzberg, there are ten roles that are commonly

performed by all the managers. These roles are

grouped into three main categories, namely:

1) Interpersonal: It is the link between different
managerial works. :

2) Informational: This role ensures provision of
information.

3) Decisional: . This _role facilitates efficient:
utilisation of information.

- Figurehead . -

. Interpersonal e Leader P Provide
e Liaison Information
e Monitor
Process

<Informational e Disseminator ' |[<— ;
) Information

* Spokesperson

Feedback

-y

* Entrepreneur,
| Decisional e Disturbance Handler P Use
g L™ Resource Allocation Information

¢ Negotiator

Figure 1.4: Role of Manager
(¥ '

Different managers can perform these roles at various
circumstances or one manager can perform them
according to the situation and the management level.
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T a(:,lsae en?dlvxdual roles are a
genal role ag depicted jp [hgap of an integrated
1 ‘

1) Ipterpemonal Roles; manager

ager has to play
responsibilities veste%eru[;he ;e quirements of - the
. on him. These roles are

A
figtire .dug Manager has a role of a star
: Ng some events lik i
foreign e s S e welcoming
personnel, att d.s associates or = senior
Subordina’tes nh Ing personal function of the
» - hostin i

' customers, o g lunch for special

1) L :

) 1e§3:rer{ It the role of the manager as a
- o €ncourage his subordinates and
rleedsa.te them to satisfy their individual

-¢> 1IN a way that ensures fulfilment of the

;)J\Zez'all organisational objectives.

iii) laison: Every manager should be a good
commumca.tor outside his commanding area
to gath?r‘ information from other sources
present in the organisation.

2) Momaﬁopm Roles: Collection and dissemination
of information is a major part of managerial work
performed by a manager. While performing
!nformational roles the manager acts as a:

i) Mopitor: A manager has to develop a personal
network of contacts inside and outside of the
organisation. As a monitor, he has to constantly
analyse his business environment for extracting
information, questioning his subordinates ‘and
receiving unsolicited information from the
established contacts.

ii) Disseminator: It is the role of a manager to
share privilege business information with his
department members which otherwise would
not be available to them.

iii) Spokesperson: An organisation has several
stakeholders like shareholders, investors,
consumers, society, etc., who require
information about the activities of the
enterprise. A manager’s role  are to
recommend the shareholders regarding
financial performance, assure the
government and regulatory authorities that
the enterprise abides by the law, and ensure
that social responsibilities are met for the
well-being of consumers.

3) Decisional Roles: ‘A manager is the key
personnel in the decision-making process. As he

has access to-all the information and can voice

his opinions for the benefit of the organisation.

——44 _- __' ™ ‘ -

MBA First Semester M

P P—— e
& Organisallonal Behaviour) VTU
ent

anagem
; s the
nal roles ma"age,

chiSiO

. rming
While Perfo eSS environment

acts as a/an: . Busin f

i) Entrepre®® o iyre.  The env1:0nrlnema
dynamic changing hgo;ljoar:t Y.
factors anager ijs one W - Ii ;1 theg,
successful M Jements them e inn Prove
changes d new products, devie Ovative

.sting an

exlstmg etC.

A S,
business plart andler: A manager must p,

ii) Disturbance H dling unanticipated problem

han isation. He must haVe

rompt solutions in case

conti‘}gency tgl:n\:,oiligs, importan_t consumer,
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iii) Resource Allocator: Division of work

iii) Reso ubordinates and delegation of

lior Sto erform the given work shoulq

authontyb tf,’e manager. He assigns tasks to

:ril;()il(z)r;zesy as per their individual capacities,

iv) Negotiator: A manager reptr}tlt;::nts“ ;he

" organisation in case€ of a dispute calls for

negotiation. A corporate level manager plays

a role of a negotiator and takes decisions for

the organisation as 2 whole. Not al|

negotiations are handled by the top-leve]

manager; issues at executive level are
resolved by the executive level managers.

1.2.4.  Skills of Manager ;
Individual talent and skills are required to
successfully transform an idea into action. It is not
possible for any individual to have all the qualities
and skills. But an individual who understands these
skills and is willing to learn can acquire them
through training and conscious . efforts. Proper
training and development can sharpen the skills of
manager. A manager should possess motivational
skills, social skills, communication skills, etc., to
discharge his duties and responsibilities effectively.
The various skills required by a manager are grouped
into three broad heads — technical skills, human-
relations skills and conceptual skills. These are
discussed below in detail:

1) Technical Skills: Technical skills (also termed
as hard skills) are mainly concerned with the
knowledge of the particular subject or area for
;Vh":hllhe manager is responsible. These skills
P;zc;:sitsed ‘o the knowledge of the various

pst: procedures, techniques,
methodologies used in the ar i
Technical skills can b TN Of SHper e
S € enh
training and on job expor anced by proper
perience. Professionals like

—
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engineers, archit
€cCts, ac
knowledge requi cOuntants, etc, possess

skills are developr:ccll ftsnll)lzrfgnn i job but the
r oy actually practicin
g

the work. For exam i
intain CAmple, if a pergon” i

f:;r rx:la;;ltltammg inventory ini(;rsoor;;iir:;l_)onsg)le

G lpossc?ss the requireq technical ion then

etficiently maintaip the flow of inve tca sidlls to

) ntory,

2) H}nman Skills: A Manager shoylg .

friendly towards pig Subord °

understand people’ "and™

relations with them, He s

: € social and
dinates. He should
maintain  good human
hould have the capacity

skills are consistent] i
Y required
at every level of managemen; by the managers

3) Conceptual Skills: These skills are related with

:ie‘;ls- :;1]1; tf;ﬁﬁ%}‘ll;tipvr:cess behind developing
i products is  called
conceptualising. Conceptual = skills  are also
know.n as soft skills and they are not easy to
ic?e.nnfy: These skills are present in the form of
vision, inspiration, -idealistic ideas, imagination
etc. These skills are also known as generai
management skills which help the managers in
visualising small elements present in a situation
as well as the interdependence of these elements.
This helps the manager in understanding the
situation in a broader perspective. '

Conceptual
Top-Level p
s \ \ Skills
Human
Skills
Middle-Leve ‘
Technical \
Skills

Figure 1.5: Relative Needs for the Main
Categories of Skills

Thus, technical skills are action-based, human gkills
are relation-based and conceptual skills are, ldga-
based. However, every person may pot .neicessanly
possess these skills in equal proportion In order to
become a successful manager. Every skill may Ee
present in varying amount depending upo? :hz
personal and professional background o o
individual. Thus, a manager 'shoulg Ui[;;)(sl =
management skills in 2 proporticn rT?) e
perform his roles and. functlon;. skilfs v o
Management as expected to poSSEss , lemanagement,
palLe expected b lehvc‘c: skills differs
and vice versa. The importance of-thes
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from' top to the bottom of the organisational

hierarchy (figure 1.5), which can be understood as

follows: "

1) Managers at operational level should' possess
more ‘technical skills’ ‘in comparison with
‘conceptual skills’ which are rarely used at this
management level. The managers at supervisory
level are in direct contact with the subordinates
for providing proper assistance and guidance.
Thus = ‘human skills’ are also extremely
significant at operational level for creating
cooperation and mutual understanding between
the management and the workers.

2) Middle level management acts as a mediator
between the high level and supervisory level
management. Thus, ’ ‘human skills’ are very
important at this stage. It is the responsibility of
the middle level managers to understand the
decisions taken by the senior authority and
convey the same to the workers. Also,
‘conceptual skills’ are required at this level as the
managers have to develop and implement various
techniques to increase production levels.

3) Managers at the highest hierarchy level require
‘conceptual skills’ to develop novel ideas to
accomplish the predetermined standards of the
organisation. They need to select various policies
and strategies. for long-term planning. ‘Inter-

- personal skills” are also required to manage the
_.activities carried out in the organisation and also
- to maintain cordial relations with external
agencies .in an efficient and effective manner.
However, ‘technical skills’ are required at a
minimal level because they are not in direct
contact with the supervisory staff. They deal with
planning cost effective techniques for attaining
common objectives and offering quality products

to the end consumers. '

1.3. HISTORICAL

_EVOLUTION OF MANAGEMENT
THOUGHT :

1.3.1. Introduction

The emergence of management thoughts and
principles can be drawn out from pre-historic times.
Since then, human beings started living together in
organised groups or in a society consisting of
different groups. These efforts have helped them to
organise their actions and carry-out their activities in
an efficient and productive manner. Management
principles have evolved with time and are in
continuous process of evolution. Management




;I};}::«)riivlgence of such management practises and

s have been _found. For example, in 3000 B.C,
1sation followed a well-organised
stem under the management of
ry of Egyptian civilisation sets an

¢ of organising human and material
resources by constructing pyramids. Till now, the

Organisation of political, economic and social affairs
in tl.xe Roman Empire is regarded as the most
efficient Mmanagement  practice.  Kautilya’s
Arthashasfra highlights one of the best techniques
of managing the State affairs. The evolution of
various formal management theories started in the
early 1990’s. ‘The era of industrial revolution
recognised the need of efficient management of the
societal resources. This involved the development of
steam engines and other mechanised production
means, so as to manage large scale production,
utilising physical and human resources.. The
development of management thoughts' comprises of
major schools which can be classified into three
major categories as given in table 1.1:
Table 1.1: Major Management Gurus and their
Contributors

the Sumerian civi]
tax collection sy
priests. The histo
excellent exampl

Major Classification of Management
Management Schools " Gurus
1) Classical i) Scientific a) Frederick
Approach Management W. Taylor
' b) Henry
Gantt
c¢) Frank and
Lillian
Gilbreth
ii) Administrative | Henry Fayol
Management
iii) Bureaucracy Max Weber
2) Behavioural | i) Human Elton Mayo
Approach Relation
Approach
ii) Béhavioural a) Maslow
Science b) Herzberg
Approach ¢) McGregor
d) Mary
Parker
Follett
e) Blake and
Mouton
f) Chester
Bemard
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—/Tﬁ‘—’g-—"“ Vilfredo Pareto\
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System
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Making
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1.3.2. Patterns of  Management,

Jungle
Managemenigsh:‘gznal and authentic way of
In 'tl}e last fgweg'obsérved. Throughout different time
writing has ?ous schools of thought have beey
periods, dva{‘lhe emergence of different management
devel_ope r osearches and analysis has left everyone
pracfucecsl, The exact definition of management, it
fl?:o:isez ‘and its analysis have lost clarity. This
situation is termed as’ “The management theory

 jungle” by Harold Koontz.

This ~has repfaced the old approaches by new
approaches further adding few new wo.rds and
meaning, but still the approaches and science of
management is referred as the jungle of management
theory. In the famous article on “The Management
Theory Jungle” by Professor Harold Koontz, six
major schools of thought have been observed, which
are as follows: |
Management 2)

1) The The Empirical
Process School, School,

3) The Human 4) The Social System
Behaviour School, School,

5) The Decision Theory 6) The  Mathematical
School, and » -+ School.

The contributions of scholars from different

disciplines have made it difficult to understand the
scope of management. As each scholar has left no
stone unturned to portray his views and criticise
others viewpoints. Due to the confusions faced in
understanding the different views of management, it
1s much preferred to validate the ‘Management
Theory Jungle *given by Professor Koontz.

According to the major schools of thought identified

hontz,' it is viewed that the
€matical school can be used for

Organisational BehaViQUr) vy v
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'Slsﬁit;?f’ _?: : ld l,r ecting activities. The ‘Management
S ntic gg e’ helps the managers to develop
1 n between all functional activities.

1.4. CLASSICAL APPROACH

14.1. Introduction

Changing phase of Industrial Revolution, which
extended from 1700s to the 1900s, brought in a much
improved and systematic ‘study of management. In
o.rder to manage new factory set-ups which were. the
Vlt?_i1 part of In_dustrial Revolution, it became essential
to introduce different approaches for managing work
and human resources. Therefore, the classical school
helps to understand the core of management
knov.vledge. This includes planning, organising
leading and gontrolling. For example, in the 19503’
the decenFrahsation of General Electric (GE) toolé
place, which was based on classical school approach
‘of management. The classical school is considered as
the systematic and formalised way of managing work
and human resources. This is the major strength of
,classical-school which becomes more adaptable in
nature with time. One main drawback of this approach
is that, at times. it oyerlooks the differences between
people and situation. These classical approaches are
rigid in nature and do not apply well with the changing
situations. Various :management theorists - have
contributed towards framing of - principles for
. establishing and managing organisations. The classical
theory is the base or-an underlying principle’ in the
. field of management thought.

The three major schools of thought of classical
theory and their contributors are:

1) Scientific Management by Frederick W. Taylor,
2) ' Administrative Theory by Henry Fayol, and

3) Bureaucratic Management by Max Weber.

1.4.2. F.W. Taylor’s Contribution:

Scientific Management

Scientific Management was used widely by’ the
managers in the early 1900s. It was defined as the
way of conducting business activities using pre-
defined standards, information based on systematiC
observations, experiments and reasoning. In simple
words, it is a classical managementi'study which
focuses on scientific approaches so as 10 improve the
efficiency level of the workers in an organisation.

In the initial phase of 20" century, the concept of

scientific management was announced by Frederick
Winslow Taylor in U.S.A. This theory of
management was strongly recommended by many

-

theorists like Frank and Lillian Gilbreth, Hel.lry
Gantt, George Berth, Edward Felen, etc. Scientific
management primarily emphasises on refining the
functional activities at the workmen level.

According to Taylor, “Scientific management is
concerned with knowing exactly what you want men
to do and then see in that they do it in the best and

cheapest way”.

F. W. Taylor was named as the “Father of Scientific
Management”. He was a scientist and conducted
many researches on the efficient utilisation of
workmen. In one of his researches, ne found out that
improper use of scientific methods by workmen and
managers led to the wastage and inefficiency in
factories. Therefore, he further developed ‘Scientific
Management Theory’.

In this theory, he advocated that the efficiency of a
factory can be attained by proper surveys, analysis
and measurement. The concept of scientific
management opposed ‘the ‘rule of thumb and is

- ‘Considered to solve several management problems by
' applying scientific methods. :

1.4.2.1. Principles of Scientific Management
Taylor always wanted to signify the power of
workmen in the organisation. For this purpose, he
conducted various researches which would result in
high labour productivity without pressurising the

_ workers. As a consequence, he developed the theory

of Scientific Management. The'views and ideas of
Taylor can be seen in his books “Scientific
Management” and “Shop Management”. Mostly, he
is recognised for his work “The. Principles of

_Scicntiﬁc Management” published in 1911. These
principles are:

1) Replacing Rule of Thumb with Science: Taylor

. highlighted that through scientific management,
organised knowledge can be used to maximise
efficiency and this can replace rule of thumb.
Scientific method includes investigation of
standard method to be utilised in the
organisation. Thus, the use of scientific method
helps in determining accurate outputs whereas
rule of thumb is based on estimations.

2) Harmony in Group Action: In every
organisation, the group-action should be well-
coordinated and in harmony so as to attain
maximum output. Proper understanding helps to
maintain cordial relations between the group
m'('embers and disagreement in a group may lead
)1t'c'>‘loss. Taylor emphasises that there should be
complete harmony between group members and
management as a whole.
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Proper coordination
alfiiigd throug;:nd Management, Thjs can be
Therefore, . Mmutug] understanding.

agement the()ry is

i s s and Management. Ag the
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in Place of Restricted
scientific

utput

Output: T,

procedure. Scientific
for selection and . tr
selection process, w

rne}hod should be adopted
alning process. After the

‘ orkers should be assigned
Jobs as. per their intellectual and physical

capabilities followed by proper training. Efficient
employees will always be beneficial for the
company. This helps to boost the success rate of
workers as well as of the organisation.

1.4.2.2. Techniques of Scientific Mgnagement

1) Time Study: This

2)

technique measures the
amount of time taken by a workman having
specific skills and knowledge to, perform a
certain job. It helps the manager to determine the
standard time taken to complete a particular job.
In time-study method, every element of the job is
studied in detail. For this, a worker with average
ability and skill sets is selected. Then a
supervisor observes the worker and measures the
time taken by the selected worker with the help
of a stop watch to note the accurate time. It
measures the time taken by a standard worker to
do a standard job. In this way, a standard time is
fixed to a particular activity.

Taylor emphasised that by conducting
experiments, observations and analysis, a fair
day’s work can be calculated, keeping in mind an
average worker. For this purpose, the formula
given below can be used:

Fair Day’s Work = Standard Time x

Working Hours -
Motion Study: Motion study is a -close
- observation of body and limbs movement

required to perform a job. The main aim of this
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i ivities.
unproductive activi ;
4 Standardisation refers to the

andardisation: ;
}s):ocess of setting up standz_xr'd tools,t teChfI(l)quu::hs’
equipment, working conditions, e€tc., e

workers. Along with this, workers Shlgl;l:n a;io
follow quality standards. If the W(;)iiions thee
provided with suitable worklng con L . ‘ n
only they can work eft"lment.ly. e ntl,l'-lo}rl
objective of standardisation 1S to 'esta is
performance standards of men and machines.

Functional Foremanship: _ Taylor has
introduced functional foremansfn_p to enhance the
supervision and control activities of \ynrkers.
Here, a person works under the supervision of
several professional foremen.. For example,
Under Taylor’s Eight-Boss-Scheme, speed boss
is liable to improve the speed of workers,
whereas the work related to breakdowns and

repairs ‘are' supervised by repair boss, etc.

Likewise, various professionals are appointed to

‘supervise various functional activities.

Differential Piece Rate Plan: This is a wage
payment method introduced by Taylor. In this
method, efficient and inefficient workers are paid
different rates. The most efficient workers are
paid higher rate as compared to inefficient or less
performing - workers. The payment made to
workers is based on the number of pieces
produced, i.e., per piece rate. In this technique,
the standard output by a worker for a day is
calculated. Then every worker’s performance is
compared with the defined standard. If the
yvorker produces more than the standard then he
1s awarded with higher rate Per piece on the total
output. If his output is below the standard then he

is paidwless for ‘per piece’. The difference
between the rates s

rate plan’.

Other Techniques; Several other techni
used by the management to improve the planning
and standardisatiop of activities These

techniques can be instryer:
. Tuction cards f;
slide rules, graphs, charts, egc oF workers,

ques are
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° o yol’s C (3 . .
Administrative Managemestnmbutmn'

ne of : .
:1) oach t}:; major  contributors to administrative
pp management is Henry Fayol. He is

considered as_the ‘Father
: of Mod ,
Fayol was a French industriali:tm Management’.

: and a minin
engineer. He had worked at all the positions olf thge
mining co;npany before becoming the Managing
Director of the Company. He portrayed his ideas
based on real-

world experiences i i
. . i : ; s in his book,
Administration Industrialle at Generali’ in Ererich

‘language printed in 1916. It was tran i i
2 ; slated
as “General and Industrial Management” in“152n9g2rslg
was later on published in U.S.A. in the year 1949

Hem.'y Fay_ol explained the importance of managerial
efficiency in an organisation and focussed .on the
management point of view in dealing the company

issues whereas Taylor focused on the workers point
of view.

All' the “industrial activities were divided by Fayol
into six groups, i.e., technical, commercial, financial,
security, accounting and managerial. These activities
are applicable to organisations whether big or small

in size. He entirely concentrated on the sixth activity,
i.e., managing.

1.4.3.1. Fayol’s Principles of Management

The 14 principles of management given by Fayol are

as follows: aor ; j

1) : Division of Labour: ‘Division.of labour’ is the

specialisation of various tasks so as to increase
the overall efficiency of individual employees.
Fayol highlighted that the work of any type, i.e.,
technical or managerial must be divided and

. assigned among number of employees. This

division makes the  task = much easier and
improves the efficiency of individuals. It also
enhances the speed and accuracy of employ'ees.
Specialised efforts help the company to achieve
its predetermined objectives.

2) Parity of Authority and R-equnsibi.lity:
‘Authority’ is the legal power inherent, in 2
particular job. A superior in.any organisation 18

_entitled to give instructions anq _Qrders to his
subordinates, take important de_:cxslo_ns, plan for
optimum utilisation  of .avallable res:)uic;sé
provide guidance to subordinates and contro

inates. While,
i atterns - of subordin i
e o is the outcome of authority.

9.

‘responsibility’ . i
Resgonsibility involves duties like .gfg;mlthg
“various functions in order 10

iecti . an effective manner.
company’s objectives in a ; 5
Basepd ();n the principle of parity, there m

T ey . IEE—"

3)

4)

5)
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parity = between authority ‘and " responsibility.
Managers  should ~'be 'given authority
proportionate to their responsibility as this may
lead to inappropriate use of authority. Likewise,
if a person is given certain responsibility then he
must also need to have required authority to
execute that task.

Discipline: ‘Discipline’ means orderly behaviour
of an individual towards abiding the rules and
regulations of an organisation. Therefore, it is
essential for the smooth functioning of the
business. Discipline is not just a role played by
the workers but also one of the roles of
management.‘ In order to follow and maintain
discipline, organisation must have a good
supervisor at all ‘levels.' The rules ‘should be
clearly defined and in case of any indiscipline,
imposed penalties should be fair.

Unity of Command: According to Fayol, a
subordinate is accountable to only one superior.
Every employee in an organisation is liable to

- receive orders from only one superior. If a person

gets orders from more than one person then' it
may create confusion and conflict.

Unity of Direction: As per this rule, every member
in an organisation should coordinate and direct
his/her efforts to attain common objectives. ‘Unity

~of direction’ strives to ensure “unity of action,

*."‘coordination of strength and focusing of efforts”. In

6)

consideration of the principle, each’ group activity
should have one plan supervised by one head

“following the same objective. This ensures focused

efforts, unity of action and coordination. For
example, the production department in an
organisation should have one head, to guide and
control the activities of the group towards attaining
the desired quality and quantity of products to be
manufactured. There should be uniformity in the
efforts and direction of the activities to achieve the
group and organisational targets.

Subordination of Individual’s Interest to
General Interest:  The interest of the
organisation should be kept at the highest priority
over the interest of individuals. Every employee
has certain individual rinterests which motivates
the employee to work for the organisation. But
the individual interest should not supersede the
organisational interests under any circumstances.

. According to Fayol, the management should

make efforts to unite the interest in general (both
employer and employee). But in case of conflict,

interest of individuals should be sacrificed for the
larger interest.
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7)

8)

9)

Behaviour) VTU !

Fair Remunerat;
ation to g
& ; : mplo :
amdployee 1IN an organisation shogldyees' i
nd reasonable reppy : receive a fair
of the employees s}

! wuld be based j
?slsllgned, cost of living and averageoi]uath: rJ:tt;
siotuzriv:: olfnththe industry and the ﬁﬁancial
pa)} s fixed € company. In general, the basic
allowancens(eare? b;;er the work done but the

1able to i i
cost of living, change with the altering

Centralisa}tion and  Decentralisation: The
concentration of decision-making authorit).f in the
hands of top management leads to ‘centralisation’
If the authority is shared with the lower levei
management then ‘it leads to ‘decentralisation’.
Fayol suggests that there should be a proper
balance b.etween centralisation and decentralisation
of authom_ies. In small organisations, centralisation
of authority exists as the number of activities
undertaken is less compared to large organisations.

lWhereas,- in large organisations, the level of
decentralisation is high. 4

Order: The ‘principle. of ‘order’ refers .to the
arrangement of people and things at the right
place. There should be a fixed place for
everything in the organisation and everything
should be in its own place in the organisation. In
the same way, social order involves right person
at the right place. These orders demand detailed
knowledge of the requirements and resources in
the organisation and to maintain a proper balance
between them. If the organisation is a large
organisation then it is a difficult task to maintain
the required balance.

10) Scalar Chain: Every organisation has superiors

and subordinates. The formal line of authority
from highest to lowest ranks is defined as scalar
chain. All managers are linked in a chain from
highest to lowest level positions. Every manager
is superior to a manager working below him but
he is a subordinate to his own superior. Hence,
this is a step-wise chain of authority. According
to Fayol, every organisation should  have a
distinct chain of authority from top to bottom,
linking all the managers at all levels.

Scalar chain also acts as a chain of command and
communication. It is considered as chain of
command as orders given at higher levels flow to
the lower level through the intermediate
managers. It is also a type of communication
(written or oral) which has to be communicated
through the chain in the hierarchy. For example,
if a supervisor has tc submit a report to the head
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supervisor ﬁrs? needs
¢ head who will pass
artment. Hence, this
limitations, which

e
of the departmer}t, 'thi:et(l;i .
to submit it t0 his 1mth e
it on to the head of the HE
scalar chain involves ¢€
are as follows: '  isvey il

i munication pr
Q) %112 c(?::mces of biased messages may be
ii

i ation. T
involved during the ﬂow‘ of mfc;:;lk, b b:
avoid such situations, a gang P - can ke
created, i.€., @ shorter route, for sm
fast communication and action.

The scalar chain principle can b‘l:;o;ndelrstozi
i iven .

with the explanation 8V :

organisation, the scalar chain comprises gf :yvo

ladders, i.e., Ato F and A to P. If communication

between F to P has to be
held then the
communication has to
- flow upwards through E,
D, C and B to reach A,
and then downwards F
thl'OUgh = 2 Ny £ 9 Figure 1.6: Scalar
reach P. This is a very : .6:
time consuming process. Chain and Gang Plank
To avoid this delay a
‘gang plank’ can be created between F and P as
shown with the dotted line. But this can be
implemented only in.case of emergency and
cannot be used as a normal practice as it violates
the established line of authority.

11) Equity: Under this principle, every person of the

. similar position should be treated equally. For
example, the workers carrying out identical jobs
should be paid equally without any discrimination.
It also suggests that superiors should be fair and
unbiased towards each subordinate. They should
not favour some and overlook other employees.
The judgments of performance should be based on
same terms for every employee.

12) Stability of Tenure: Employee turnover from
their positions should be minimal. The time
period of service in a particular position should
be fixed and employees should not shift from the
allotted position repeatedly. It takes time for a
person to get adjusted towards a certain work.
Once the employee is selected for a position
then he should remain at that position for a ﬁxe(i
tenure. He should be given reasonable time and
opportunity to perform ag instability may affect
the performance of the employee. g

13) Initiative: Initiative refers
initiation to do things
suggests that all employee

. to the first act or
independently. Fayol
s should be motivated




T e ——

Introduction to Managemep, (Module 1)

to take inigiag

dative
course of action;n vTv}(:rk and develop their own
oV f c s
rémain in certaip |; refore, it needs one to

14) Esprit de Corps: |
: It
harmony ang mum:lncourages team spirit, group

1.4.3.2. Functions of

iI'he@ are five Mmanagerial functjons which are
1dent1ﬁeq by Henry Fayol. Thege functions are
+ grouped In accordance with their activities. They are:
1) Plannu_lg:_ A plan of action is g propo.sed r¥1e ,
of achieving the desired jecti ing
identifies the course of ac

problelps, if any, in the system and takes
corrective measures to solye those problems.

Planning also highlights the short-term and long-
term goals of the organisation, '

Acc.O{‘ding to Henry Fayol, “Planning is
deciding t_he best alternatives among others to
perform different managerial operations in.order
to achieve the pre-determined goals”.

Management by Fayol

tion, deals with the

Organisation:. Another important function of
management is organising. Here, all the. men and
material required to develop the organisational
. structure are arranged and made available.
According to - Henry Fayol, “to organise a
business is to provide it with everything useful to
its functioning, that is, materials,, tools, capitals
and personnel”. ..

3) Command: Command is to ascertain the authority
among the employees of the organisation. The art
of command depends on the person’s ability,
knowledge and expertise towards fundamental
management principles. The level of ability differs
from unit to unit in an organisation.

4) Coordination: It is a process of arranging and
harmonising of all the activities, so as to ensure
smooth functioning of the organisation. ‘It 1s an
effort to maintain consistency between: all the
departments of the company to attain common

w2)

objectives. The efforts of one department should be -

other departments in

fforts of the e
parallel to the e ‘ anisational objective.

accordance with the entire org gicetl
According to Henry Fayol, “To coordinate 1: :g
harmonise all the activities-of a concen; so a i
facilitate its working and its success. n atw "
coordination enterprise, each. dep?]rln?e:nd "
division, works in harmony with others $
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fully informed of its role in the organisation. The
working schedules of various departments are
constantly tuned to circumstances”.

5) Control: Controlling is very crucial to ensure
that all the activities in an organisation are
performed as per the plan adopted, commands
given and principles followed. In this process, all
the problems and challenges must be resolved
and their recurrence should be prevented. It is
also necessary that the control process should be
completed in a pre-defined time, followed by the
management’s consent.,

According to Henry Fayol, “Control consists of
verifying whether everything occurs in conformity
with. the plans adopted;.the instructions issued and
principles established, it has for its object to point-
out weakness .and .errors in order to rectify them
and prevent recurrences’. ‘

1.44. Max. Weber’s Contribution:
Bureaucracy 5 IIE VR

'The theory of bureaucracy by Max Weber has made
a  major. contribution ‘towards the management
schools of thought. He wused the theory of
bureaucracy for a special kind of administrative
organisation. Weber’s major contribution towards the

- management schools’iof thought- is his- theory of
. _authority - structure. . He

has- also described
organisations on the basis: of the authority' relations
.shared by them. Max. Weber asserted' that there are

- three different types of authority which are legally

justifiable, such as: ./ e e N

1) Rational-Legal Authority: Under the legal
obligation, obedience holds a well-known
position or rank within the hierarchy followed by
a business unit, a military unit, government, etc.

2) Traditional Authority: A person belonging to a
higher position or rank having an authority or
recognised conventionally like a member of a
royal family, may influence other people in the
society to obey his orders or respect his opinions.

3) Charismatic Authority: If a person has a
charismatic character or ‘an appeal in his
behaviour, he 'may be followed or obeyed by
people.

Max Weber’s theory of bureaucracy identifies
rational-legal authority as the most important type
of authority in an organisation. On the other hand,
no one follows a leader for his competencies, i.e.,
people with traditional authority or charismatic
authority, are relatively emotional and irrational in
nature,
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14.4.1. Featureg of B - ords: ood recor,d ,k:'raft)iof pofy S a
T_’he characteristics ofabp Ureaucracy 7) Official Recor! : " the admlmsthe signifi :
lllsted below: "reaucratic organisation are pivotal 10°€ organisation: All ducted in C?}:“
s ratic I con e
) 3'0‘;'1:'01_1 of Work: The concept of divisi gu{;:il:;s an activities recorded and  kep
nat 1ts Practiced . at pogp, operalt\_llsmn 05 o:ganisation are pfrOP‘;cmS An efficient recorg
istrative levelg LV, il ture refere™™= . - success of
be div; IN an organisatio safely for fu s the St o a
of »Si)‘?]:jfd INto specialised tasks Thuns ?:ﬁ:ﬁg keepiyﬂg systemm Ot"/ z;n
5loFi eads to specialisation of work. bureaucratic organisatl
ierarchy of Pogit ' cracy
sitions: E feats f Bureal
Hid g ks ¢ Every organisation ages 0 :
hierarchy of authority from topgto e Advar rgeaucracy are as follows:

level. The bottom positions

The advantages of bu

A bureaucratic set-up

under the control of top mar:: t:;: lfrarcp-y s 1) Controls I“teracmnsé uired for planning ay
Thus, this signifj = S pustimansy Jays down the rules T q hese regulatio
command Thg les the concept of unity of Y isational hierarchy. The betw s
f. B Srav € nature c?f bureaucratic structure ems tently control interactions - between the
oF Tganisation is hierarchical. The amount gompe B s the hierarchy-
authority one holds keeps on increasin different levels 11 )
one climb . : Ing as -~ 1 idual’s Authority .and
¢limbs the hierarchical ladder in an 2) Defines  Indivi 23y visibl
organisation. ; : R Clearly: Burea y
2 e le designated to an employee. It
3) Rules and Regulations: Under the management Ll thi rooesmon %rom the person and clearly
gfoctgslzeslea\;e], certain -rule's, .regulations and zfizrsai;itvzgi cal authority and h.orizomal tasks
e defined. The significance of these :n the organisation. Here, the
. f'ules and regulations are as follows: ) of each' perign clgountable for each activity he
1) They Jlelp todsc;andardise the organisational g:;?g:ml; al::i thiiis decreases the transaction costs
operations and decisions. . fats
ii) The learning and experiences of past events arisin-g out - of .coptlx;llloui negotiations - and
help to drive future actions. ; defining of organisational roles.
iii) They ensure equality among organisational 3) ‘Reduces Costs: The costs incurred for
members. "oy ' performance evaluation is reduced due to rules
4) Impersonal Conduct':‘ Membéi's iy a’n wh'tt.en })y the bureaucrats for prom(?tion and
organisation do -not .have any personal te'rmmanon..These are written rules in regard
relationships with each other. The decision- with the pumshment and reward of employees.
making process strictly adheres to the rules and 4) Improves Stakeholders’ Interest: The process
regulations and is entirely impersonal in nature. of selection, evaluation and reward systems must
There is no space for emotions and sentiments in be fair and equitable in nature. This stimulates
the bureaucratic structure. Another name for the members to advance the interests of all
bureaucratic organisation is ‘depersonalisation’. organisational stakeholders and attain the
5) Staffing: An employee enters into a contractual organisational objectives.
relationship with the employer to serve the 5) Enables Opportunity to Develop Skills:
company in return of a certain fixed Bureaucratic structure provides an opportunity to
remuneration. The contract includes all the terms its employees in order to develop their skills and
and conditions of employment. Thus, the pass them on to their beneficiaries. As a result,
employee is directed by these rules throughout bureaucracy strengthens differentiation. increases
his service. The payment or' salary of the the efficiencies or abilities of the or,ganisation
employee depends on the designation and the and enhances the competency levels of the
tenure of his service. organis;}‘tgon in the market against other
6) Technical Competence: Technical competence organisations for scarce resources.
plays a major role in the selection of a 6) Provides Organisationa)

bureaucrat. A bureaucrat only gets selected for

Stabilitv- .
also very crucial for tability: Stability is

1 1 : . the mecr an
his technical competencies and not on basis 9f organisation  to  maingain < :1berls Of[erm
election or inheritance. Even promotions 1n organisational perspective, | also‘h ; ong- ¥
bureaucracies are totally based on the technical cordial fe]ationship with  the eeps 'to S:n -

nviro

qualifications and performance.

wherein the organisation operates

e R - R T Ta———




-

Introduction to Man

agement (Module 1)

1.5.1. Introduction
Human relations approach ¢
the “behavioural science
resource approach”. Varjoug

an be further extended to
approach” or “human

thP:SC .re’s’earchc‘:rs were called as “Behavioural
Scienusts . Th}S approach - signifies the diflf(e::e:nt
attitudes, beh§v1our and functions of individuals and
groups 1Nl Various organisations. Behavioural school
was formed on the basis of classical theory. The
behavioural approach assumes that soci?l,' and
psy'chologlcal features of an employee on individlilal
basis and as a part of a workgroup needs to be given
pnme'lmportance. Points highlighting the features of
behavioural approach are as follows:

1)- As management is all about getting things done
by people; managers in an organisation should
try and comprehend the importance of human
behaviour in .order to achieve efficient and
desired results.

2) In this approach, prominence is given to increase
productivity through developing human relations
and motivating the employees. :

3) The core concepts of behavioural approach are
leadership, motivation, participative management,
communication and group dynamics.

Main = contributors to the behavioural science
approach are Elton Mayo (Hawthrone study),
Douglas - McGregor (theory X and theory Y),
Maslow (need hierarchy), Herzberg (motivation-
hygiene theory and job enrichment), Blake  and
Mouton (managerial grid), Bennis (organisational
development), Likert (management .systems and
linking pin model), Fiedler (contingency model of
leadership styles), Argyris (immaturity-maturity
theory, integration of individual and organisational
goals and pattern of A B analysis), Sayles
(interpersonal behaviour) and Tannenbaum and
others (continuum approach of leadership).

1.5.2. Elton Mayo’s Contribution:

Human Relations Approach

Human resource is an important managerial function.

The behaviour. of employees in an orgamsa'tion is
governed by various desires, attitudes and feelings of
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e Elton Mayo was one of the
dered the human relations issues
and their impact on work performance. George Mayo
and his other colleagues conducted experiments,.ca]led
as Hawthorne experiments. Hawthorne experiments
are acknowledged all over the world, as these
experiments have changed the viewpoint of managers
towards workers of the organisation. Hawthorne
experiments gave a positive turning point in the history
of the human relations movement. These experiments
gave a different perspective to the concept of human
behaviour and its function in an organisation.

the employees. Georg
few theorists who consi

Hawthome studies governed the human relations
movement, although Great Depression and the Labour
Movement were initiators of human relations practices.
The Hawthorne studies gave academic position to the
study of organisational behaviour. The studies were
undertaken at the Western Electric Company’s
Hawthorne Works in Cicero, a suburb of Chicago, and
are linked with the name of Elton Mayo. Mayo was
the professor of Industrial Research at the Harvard
School of Business Administration. Mayo was mainly
responsible for executing these studies and spreading
the importance of these studies. Thus, he is known as
the “Father of Human Relations Movement”.

These experiments were quite similar to the scientific
management school of thought that gave emphasis to
scientific research for improving the efficiency of
processes with the help of better methods and
equipment. In case of Hawthorne studies, the major
emphasis was on improving the lighting of the
working area. The National Research Council
conducted experiments to study the relationship
between lighting and productivity. As General
Electric (GE) wanted to increase the sale of tube-
lights, it supported the studies conducted at the
National Research Council - alongwith  other
companies in the electronic industry.

Hawthorne studies involve four interconnected

experiments, which are as follows:

1) Ilumination Experiments: It was named as
illumination experiment because light was
selected by researchers for conducting the study-
and to examine the lin'k between physical factor
and productivity. The methods adopted for this
experiment were:

i) First of all, two separate groups of
employees were chosen.

ii) Then, one group ‘was asked to work under

- steady light and other group was asked to

\

“"" work under inconsistent light.
iii) ..Aim of this experiment was to analyse the
impact of lighting on productivity.
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The researchers were am
the candle power varjat
influence the productivit
both the groups increase
that not the illumination
affected the productivity.

azed by the results as
lon of lights did not
Y. As productivity of
d, so, they recognised
but some other factor

2) Relay Room Experiments: The aim of this
experiment was to discover the physical elements
that affect the productivity of workers. The
methods adopted were: .

i) First of all, six female employees who were
responsible for assembling telephones were
chosen. Then, researchers modified several
factgrs in physical environment to determine

e the impact of these factors on their productivity.

ii) The physical factors that were modified
included hours of ‘work (increased or
decreased), rest intervals, enhanced physical
conditions, temperature and particular type

- of group incéntives.

iii) These ¢mpldyees ‘were' working in isolation,
away fromthe plant. "« TR

iv) Employees Were not 'supervised, but.they
were under researcher’s observation.

Researchers found that there is no effective

relationship between any of these factors and

productivity. Even after so many manipulations

the, productivity increased continuously.

3) Bank Wiring Observation Room Experiment:
Basic objeciive of researchers was to identify the
actual determinant affecting productivity. The
methods adopted by the researchers were:

i) Fourteen employees were selected by the

researchers, and ;

ii) Production records of these employees were .

compared with their earlier production records.

The outcomes of this experiment were;
i) Each individual was limiting output.

ii) Group had decided its own ‘informal’
performance standards.
iii) Output of ‘each individual remained

somewhat stable for a particular period.
iv) Records of each department were distorted
~ due to variation between actual and reported
output. This varigtion was also between
standard and reported working time.

4) Interview Programme: The aim of interview
programme was to identify factors affecting
productivity. Hence, 20,000 interviews were
carried-out by researchers. A questionnaire was
given to employees and they were asked to
respond without any hesitation. Thus, the results
of these interviews explained the relevance of
social factors on working environment.
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1.5.3. Mary Parker Follel:{tt: Human
R.elations Approach to Wor

s in the industry have
ok thebn;? nt%geefsztrﬁ;:lrtlilon of female exg:a;'rtlst
beenotm ZI::’ neglected. The school of ma.nittgﬁi i
::l?g:ght has got few but talented and m; tg o
female contributors towards devel((j)_;:lm e
management theories. One of the leading b
contributors of management Was Max;yh el
Follett. She was born in the year 1868 in ewoman
family in the city of Massachusetts. Beu.lg aC o e’
she was denied a degree from the Radcllffe. ollege,
which is a coordinate college of Harvard University.

Contribution of Mary Follett  towards t!le
development of theory of management was ql.ute
different in comparison with the theories of scientific
school of management developed in the early 1900s.
The human relations approach developed by Mary

* Follett was quite innovative unlike the time and

motion studies developed by Frederick W. Taylor ‘
in that era. In one of the essay published in the year
1924, she explained the concept of power, and t?,
elaborate it she used the expressions “power-over
and “power-with”.

. The observation concluded that ‘groups perform more

efficiently when the people feel empowered-and the
power is shared amongst them’. She wrote, “It seems
to me. that whereas power usually means power-over,
the power of some person or group over some other
person .or group, it is possible to develop the
conception of power-with, a jointly developed power,

a co-active, not a coercive power”. She published a

series of books in the mid-20™ century which stressed

on human relations movement ‘in midst of various’
other ‘management theories developed by famous
management thinkers like Mayo, Maslow and

Herzberg. The four main principles of coordination

by Mary Follett are as below:

1) Principle of Early Stage: This principle stresses
on necessity of inculcating coordination function
at the .beginning of the process of management
Coordinating activities should  start with the:
planm.ng .stage in the management process. If
coordmz.mon Starts at an early stage, it hel s in
developing the best plans and in,1 1 ot
them successfully, Wh I i e
_ Wily. When coordination function
incorporated in  primary stage of ction is
process (planning) then only the rrfr‘1 g
all the management funct; be 0®ance of

clions can be improved

coordination
, i c
management in realisip an help the

) X its pre- :
in an efficient manner, & 1S pre-determined goals
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2) Principle of Cq
coordination sh
Coordinatiop, §
of the organis

:l:;:utl)ty: This Principle says that
ot be a nNever-ending process.
iy € Instigated from the birth
o-ry 31 earcl)c: shgulq be continuously
the organi.sation exists.gér(l)l(f?csliﬁzzlofun;uons e
done continuously thrgy s P e

management process, e lannj
lanag » Le., pla isi
-directing and controlling stal;e L
3) Principle of Direct Contact:

explains that eévery mana This principle

ger sl?ould establish a

level between the workers

resultmg !N greater efficiency and increase in
prodUCtlYlty: Direct contact prevents false
communications, confusions, misconceptions and

avoids  conflicts between managers and
subordinates.

and managers

4) Principle of Reciprocal Relations: The
decisions taken by the management and the
actions taken by the employees based on those
decisions are interrelated. Thus, an action taken
by one employee or the department in response
to a decision will also affect other employees and
departments. Managers should analyse the
effects of all the decisions on different
departments and individuals before they- are
implemented. This is termed as principle ' of
‘reciprocal relations’. This principle should be
practiced diligently so as' to facilitate
coordination throughout the organisation.

1.5.4. Contribution of Chester Barnard -

Chester Barnard, the author of the famous book
“The functions of the Executive”, was the
president of New Jersey Bell Telephone Company.

He considered organisations as a social system.

According to'’ him, organisations need the
cooperation of human resources to run
successfully. Cooperation between the employees
and the organisation is a crucial aspect for the
successful business activities. He also te.rmed'an
organisation as a cooperative enterprise in which

individuals work in groups.

According to Barnard, managers should en_c;)lurage
the employees to willingly cooperate wit foge
another for achieving the common objectives of t e%
organisation. He has coined the acceptance theory of
Management which focuses on the w:l;mglr:f;;ri?
employees to accept that managers have the a y

t act on behalf of the management.

31

Some of the prominent contributions of Barnard are
explained below:

1)

2)

3)

4)

Concept of Organisation: According 'to
Barnard, the classical concept of organisation
does not properly clarify the various attributes of
an organisation. He defined the concept of
formal organisation as a system which purposely
coordinates the activities of two or more
individuals or departments. He insisted that an
organisation can exist only if three conditions
stated are fulfilled. The three conditions stated by
Barnard are:
i) The people in an organisation should be able
to communicate with each other.
ii) The people should be willing to contribute
towards the action, and '
iii) The people should try to attain the mutual
objectives. : j

Formal and Informal Organisations: Every
organisation can be divided into two parts namely;
formal and informal. A formal organisation
consists of interactions that follow a proper chain
of command towards achieving pre-determined
common objectives. Whereas, in informal type of
organisation there are no deliberately coordinated
social interactions for realising mutual objectives.
An informal organisation helps in defeating the
problems faced by formal organisations. Barnard
encourages the development of more informal
organisations to act as a medium . of
communication, .to 'encourage a - sense of
cohesiveness in the members of the organisation
and to protect individuals from any fierce attack or

* dominance of the formal organisational members.

Elements of Organisation: Every organisation

consists of four elements which are:

i) A system of functionalisation in which people
specialise in a particular area or department.
This is termed as departmentation.

ii) A system which offers incentives to
encourage. people for contributing towards
group activities.

iii) A system of power where the employees
adhere to the decisions taken by the managers.

iv) A system which follows rational process of
decision-making.

Authority: The classical theory of management
explains the importance of chain of authority
from top to bottom. Barnard views were quite
different from the classical approach. He came
up, with an innovative concept called as
“acceptance theory of authority” or “bottom-up
theory”, He viewed that a person does not follow
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5)

6)

7)

8)

"level
‘maintain equilibrium in " an organisation. As

an instruction because it is given by a senior, but

follows a command it is an ‘authoritative

communication’. A communication can be

termed as authoritative only when the below

given conditions are fulfilled at the same time:

1) When the employee understands the
communication;

ii) When he believes that the communication is
consistent with the organisational objectives;

iii) When he believes that his personal interest is
compatible with the said command; and

iv) When he is capable to comply with it on both
mental and physical levels.

Functions of the Executive: According to

Barnard, an executive performs three types of

functions in a formal organisation, which are as

follows:

i) Maintaining organisational communication
through a structure of formal interactions;

ii) Securing -assigned ' services from the
individuals for realising organisational goals;

ili) To develop and clearly state organisational

objectives.
Motivation: ‘Barnard has identified many non-
monetary  incentives  to- overcome the

shortcomings of monetary incentives in terms of
motivating the employees. The major non-
financial motivating techniques include pride of
workmanship, opportunity to achieve authority
and distinction, amicable working conditions,
sense of belongingness and involyement of
employees in the important activities.

Organisational Equilibrium: The concept of
organisational equilibrium focuses on
corresponding individual efforts with

organisational efforts to satisfy the individuals.
Cooperation among individuals' enhances the
development of new activities in an organisation.
Every organisation should focus on achieving the
of individual satisfaction required to

equilibrium is dynamic in nature, the organisatjon
and its employees should continupusly work

‘towards maintaining it. An individual’s demands

and ambitions are constantly changing and the
organisation has to deal with this dynamic nature.
Organisational equilibrium is affected by several
factors like employees in the organisation, other
organisations present- in the industry and  the
society at large.

Executive Effectiveness; An executive is said (o
be effective when he fulfills his responsibilities
and ' provides adequate leadership to - his

T
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subordinates. Leadership is an important factor
for obtaining cooperation from people. Executive
leadership demands qualities like intelligence,
technological competence, technical knowledge
and social skills. An executive leader should not
carry-out his responsibilities based on false
notions or preconceived philosophies. Leadership
activities of an executive should be free from his
own interest and biasness. Effective leadership
may be governed by the following four types of
mistakes which are as follows:
i) Over generalisation of
organisational life,
ii) Ignoring the importance and necessity of
informal organisations,
iii) Lack of focus on the objective and subjective
aspects of authority; and
iv) Unclear  notions  of
responsibility.
Every executive should take necessary measures
and corrective action to solve these problems.

economy  of

morality  and

1.6. MODERN APPROACH

1.6.1. Introduction

The modern approach of management theory focuses
on the complex issues of the organisationand the
individuals working in that organisation. It highlights
the different needs, wants, aspirations, motives. and
potentials of the employees. Thus, the universal
applicability of management principles is difficult to
practice in real life situations.

New and sophisticated strategies should be
formulated for resolving the issues -related. to
employees and the organisation. The - modemn
management theory portrays the view-point of the
employees against view of ‘rational economic man’,
defined in the classical theory and the view of ‘social
person’ explained in the neoclassical theory.

The modern management theory came into existence
in the year 1950. The modern management apbroach
is yiewed as an enhancement to the earlier dbis‘cussed
management theories (classical and behavioural
approach to management). Thinkers of modern
management and their contributions are as follows:

Modern Approach

System Approach

j ' Conliﬁgenc :
Social System Approach — y Theory

Decision Theory Approach
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1.6.2. - Systems Approach

A §g’§t<’iln;v‘;0mpr.ls§s of‘ several interconnected arts
which 2 a distinct identity and purpose Ep
organisation should organise these elements ir; przg?l,‘

sequence. These eleme

connected with the help oltl"[f:ff::t?:r]édco;e properly
channels. Tf}lS Interaction between themwlncatlon
should help In attaining the common ob'e:::t'ements
targets determined by the organisation Ci'mr“l,les 0
West is one of the first few developers .of the sc :" i
approach of  management. Systems approayc;emi
mar}a.gement 1s. of the view that all organisationzl
decisions should be implemented only when the
managers have determined their impact on the entire
organisation and its functional areas. The systems
approach‘ is _based on the principle that managers in
an orgamsation cannot perform their responsibilities
in isolation. .

Managers should establish proper ‘communication
channels with other departments in the organisation
and they should link the objectives of their respective
departments with the entire organisation. Proper
communication. with the employees and the
functional areas is essential for maintaining a
systematic flow of information within and outside the

organisation. The concepts of systems approach are

now being assimilated into the general management

school of thought. Managers need to’get acquainted

with the terminologies. and concepts of systems
approach to be a part of the current developments in

the industry.

The vocabulary of systems  approach includes the

following terms:

1) Sub-Systems: Sub-systems are the distinct
separate parts that form a system. Each system
may be a sub-system for a larger system and so
on. Hence, it can be said that each department is
a sub-system of a unit, a unit is a sub-system to
company which in turn is a sub-system of a
parent company. This company is a sub-system
in the industry in which it functions and industry
is a sub-system of the national economy, which
is a sub-system of the world system. ’

2). Synergy: Synergy can be defined as a combined
effort of separate parts which is greater than their
individual efforts. In business context, synergy
implies that rather than by working in isolati_on,
each department in an organisation can function
in an effective and efficient manner by

and . cooperating ~ with other

For example, small scale
have a separate finance department

interacting
departments.
organisations

. S —
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that coordinates with every other department in
the organisation. It is better to have a central
finance department instead of having an
independent finance department for each
department.

3) Open and Closed Systems: Every system which
interacts with its environment is called as an
open system. A system that does not interact with
its environment is termed as closed system.
Every organisation needs to interact with its
environment but the scope of interaction for each
organisation is different. For example, an
automobile plant is an open system whereas a
monastery or prison is an example of closed
system.

4) System Boundary: Every system consists of a
boundary which helps in distinguishing it from
its environment. An open system has a very
flexible boundary whereas a closed system has
an inflexible boundary. In the recent past,
Lorganisations have adopted the flexible system
»boundary approach.

5)«Flow: A system consists of flows of various
types, namely; material flow, information flow,
human energy and material energy flow, etc.
These energies enter the system as raw materials
and undergo a transformation process, i.e., they
get converted into finished goods by undergoing
different processes. They exit the system in the
form of finished goods or services.

6) - Feedback: Feedback is a controlling factor in the
systems approach. Feedback is essential for
determining the success of system operations. An
effective feedback mechanism ensures that tasks
are evaluated, corrections are made and the
information is delivered back to concerned

" area/department or individual. .

Figure 1.7 shows the flows of information, materials,
energy and feedback in an open system:
——i External Environment l

} !

Input (Resources)
1) Human
2) Capital: Output
i) Land Transformation| | Goods | |
ii) Equipment || or Conversion |4 . Services
iii) Building Process Other
3) Technology
4)  Information
i v
__.| Feedback Iq——

Figuré 1.7: Flows and Feedback in an Open System
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Management responsibilities and the nature of
organisation is characterised by constant change and
cooperation. This ever-changing and integrated nature
of an organisation is emphasised in the systems
approach to management. It can be said that the systems
theory helps the managers in developing plan of actions
and in predicting their immediate and long-term effects.
The systems theory helps the managers to strike a
balance between the various goals of organisational
departments and overall goals of the organisation.

Types of Systems
1) Physical Systems: The basic parts or sub-

systems of the nature are called as physical
systems. These systems  are influenced or
controlled by the nature. Few examples of
physical systems are different seasons, rivers,
the solar system, etc.

2) Mechanical Systems: These systems are
technology driven equipment. Mechanical systems
are developed by human beings for improving
their standard of living.. These are closed systems
which do not interact with its environment.
Systems like motor cars, machines, consumer
durables, electric appliances, etc., are examples of
mechanical systems and they do not interact with
the external environment.

3) Biological Systems: These systems control and
influence the existence and survival of all living
beings. Human beings .and plants, are perfect
examples of biological systems. These systems
have a definite life cycle which consists of
several stages like conception, birth, growth,
maturity, decay, death, etc. / -

4) Social  Systems: These systems have been
developed by human beings to deal with the
issues of isolation and distress and to work with
cooperation. There are several examples of
social systems which include organisations like
small, big, formal, informal, economic, non-
economic, etc. i

These systems can be open or closed systems or they
may be partially opened or partially closed systems.
Physical and mechanical systems are examples of
closed systems as they are not associated with the
external environment. These systems are able to
provide the inputs without any major help for the
outside sources. Biological and social systems are open
systems dependent on external environment. They rely
on the external sources for the supply of basic inputs
and raw materials. These systems supply finished goods
and services to the environment on behalf of the inputs
given by the environment. Open and closed systems are
interrelated and cannot be separated.
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js an open system, hence
organisation can also be called asai:]rilsotpen SYstem,
Being an open System. the orzil ation hag
continuously interact 'wn!l the dynamic eXtemy
environment. An organisation can succeed onliy if
is able to modify its policies apd Stfa}egleSi
accordance with the changes 1n  environmey,
Organisations receive inputs, raw-matena!s, Powe;
and strength from the surrounding ?nV.ernmem_
These inputs facilitate {he §mooth functioning of yy,
organisation. An organisation cqnnc'n b-eco_m'e a fy
open system as it has to retain Its lnleldUality’
maintain its stability and nurture its independence,

Strengths of Systems Appr'oac]'l

1) The systems approach inspires the managers ¢,
conduct logical analysis of different sul?-systems
of the organisation as well as the organisation a5

As social system

a whole. - )
2) It provides a strong foundation for grasping the

problems and challenges faced by the
organisations. -

3) This approach helps in analysis, synthesis,
integration and differentiation of the organisational
sub-systems by relating them from the lowest level
of the hierarchy to the highest level.

4) It combines several management approaches in a
significant manner.

Weaknesses of Systems Approach
1) Itis considered as a theory which does not have
- any practical implications but only has
intellectual appeal. '
2) The systems theory of management has been
_f:riticised by the management gurus as they view
It as vague, conceptual, theory-based and non-
- figurative.
3) It is a method of thinking and is not appropriate
for solving problems.
4) The systems approach is not capable of
filfferen.tiating between the various systems and
1s also inefficient in offering, any techniques or

methods for analysin . .
systems. ysing and integrating other

the. requirements of
cnvironment.  The

approach are of :
the vie at systems approach is not

effective 'ip iy
between the deicn,b".]g 'the relationship shared
Tganisatiop and jts external

internal and  external
contingency
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uggests that managers
1tuation according to the
urrounding them. The

oes not fit all' goes well
oncept.

The contingency approach was inve
from different walks of life like m
consultants, etc., after their attem :

management theories were unsuccenful  vhey
discovered that the real life situations and the conce t);
developed by major schools of management are g .
compatible with each other. This lack of applicability

of management theories led to the “development of
contingency approach. v

should manage a particular
changing circumstances g
famous phrase, one size d
with the above explained ¢

nted by the people
anagers, researchers,

Many questions were raised during the practice of the
concepts of major schools, e.g., what was the reason
behind the success of the organisational growth plan in
one situation and reason behind its failure in other
situations. Supporters of the contingency approach
offered logical answers for these questions. The
answer was clear; the results were different as the
situations were different every time. A solution which
worked under one scenario may not necessarily work
under other or all given scenarios. It is the manager’s
responsibility to identify the right solution that will be
suitable for working under a given
situation/circumstances and ' at the given time to
produce the desired results for achieving the
organisational goals. Managers from different
management school thoughts would handle a given
situation in many ways or by various techniques. For
example, when workers need motivation to increase
the productivity levels, different theorists belonging to
different management schools would practice different
techniques. The classical theorist would suggest a new
scheme to simplify the given work, whereas the
behavioural scientist would try to enhance the
psychological environment of the workers.

The manager specialising in contingency approach
will consider the situation and will try to find a
solution that will give quick and efficient results
according to the situation. He will first determine that
whether the workers are skilled or not. If they are
unskilled and the training and development resources
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are also limited then he may suggest the managemf:nt
to opt for work simplification technique for increasing
the productivity. If the workers are skilled and are
confident in their ability to handle the situation then
adopting a job enrichment programme would be a
better alternative. The contingency approach is a
significant development in the modern management
theory as it describes each organisational relationship
according to a specific situation.

Contingency approach is a situation based approach
which compels the managers to examine, analyse and
identify the situation. It encourages the managers to
prepare inventories of management theory, principles,
techniques and concepts in the light of the analysed
situation. Different situations demand different
responses from the management. It is necessary to
check legitimacy and applicability of management
tools in terms of a given situation. Thus, this approach
suggests that the management tools should be tailored
and customised according to the situation.

Merits of Contingency Theory

1) * Contingency approach has proved its importance
time and again, as a logically sound approach.
Due to its practical applicability, it has helped the
managers in becoming effective leaders. Apart
from Fielder, many researchers have certified the
legitimacy of the  contingency management
approach. ‘

2) This approach has increased the scope of
leadership theories. It ‘has 'encouraged the
managers to apply different theories and styles in
different situations.

3) This approach has the ability to predict and
identify which leadership style will be more
effective at which particular situation.

4) Leaders cannot be effective at any and all given
situations and therefore the approach proposes
that the organisations should evaluate the
performance of the leader in optimal situations
and on the bases of their leadership style.

5) The theory provides the necessary information
regarding leadership styles, which can be helpful
for the organisation in developing leadership
profiles.

Demerits of Contingency Approach

There are certain demerits or disadvantages of the

contingency approach which are given below:

1) Contingency approach does not have a
theoretical base.

2)  Because of lack of underlined principles, the
manager working according to the contingency
approach has to consider all the possible options
or solutions.



T P

;(.)6..4]1. Social System Approach
- r(;::d S)"’sillc;l: (zlipplr)oach Was founded by a sociologist
: €do Pareto. Social systems 2 i
i roach is
sgnextensmn of human relations approachp.pPareto’s
cept was further developed by Chester Barnard

cooperation and harmony. Understanding  the

based on t.hei theory of cooperation which explains
tl?at an individual employee tries to satisfy the basic
blf)loglcal, physical and social needs by cooperating
w1th. other employees. This concept of inter-
relationships is termed as “formal organisation”. This
system of formal organisation is different from the
authority based management concept. Formal
organisation is a system of consciously coordinated
actions . working . towards achieving = mutual
organisational  objectives. According to this
approach, people who are a part of a formal
organisation work together in cooperation, share
rewards and also help each other in achieving the
overall organisational goals.

Social systems approach is formal in nature. It shares
a lot of similarity with the behavioural approach
which is against the concept of an “economic man”.
It views an organisation as a social organism which
is liable to the pressures and struggles of the cultural
environment. It studies and analyses the impact of
social behaviour of an individual and behaviour of a
group on management concepts.

1.6.5. Decision-Making Approach
The decision-making theory concentrates’ on the
managerial  decision-making process in an
organisation. It considers i as a central management
task of prime importance. All the functions of
management are based on sound decision-making.
Herbert A. Simon, a leading supporter of decision
theory school, considers “managing” and “decision-
making” as similar concepts.
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as follows:
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s of decis1on st ey
The featurecmem is basically decis! il SN,
) Man?g embers of an organisa
2) All them gl §
makers and problem sol P
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s .<ions taken by
significance of dCng;iveness is influenced by the

4) Organisational eff
ality of decisions. ..« "

5) gz‘cl::)trye foecting decision-making process s ould
be studied and analysed.

1.7. CONTEMPORARY 1'
ISSUES IN MANAGEMEN
anagement is greatly influenced by
i dvancements. Such
recent technological a 4 o
advancements and transformations - are - y
observable in nearly all management organisations
such as libraries, hospitals, upwersﬁxes, ete.
Information processing, computerised operaufons,
automated production processes, etc., are s-om'e of the
latest technological changes that have 51gplﬁcantly
affected management techniques and 'thelr. usage.
Nowadays, managers are more effective 1n the1.r
management operations as technology has made it
possible to efficiently control and mztna'ge wgrk
processes. The ‘business environment’ in which
companies function is very unstable and ever-
changing. However, the companies have to function as
per the societal needs as well. As both these factors
affecting businesses are variable in nature, the
business strategies to be adopted by the companies
also need to be changing to match with the variance.
Successful management techniques undertaken few
years ago may become unproductive as per the current
needs and demands of the market. New improved -
techniques and strategies have to be developed to keep
pace with the changing environment. Few
contemporary issues in management are listed below:

ment & Organisational

Contemporary m

1.7.1.  Sustainability
The term sustainability means an ability or potential
to endure or tolerate. It also stands for fulfilling the
challenge so that next generation can also avail
similar benefits and can enjoy the same lifestyle the
way people are enjoying today. Further, it includes
taking a long-run position on evaluating social,
economic and environmental effects of business. In
broader terms, sustainability implies fulfilling the
present generation needs withoyt any misuse of
resources so that, next generatjon can

- also meet its
needs without any compromise,
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The main essentials

1)

2)

Sustainability Issues F

1)

2)

3)

Al

) of this concept are:
'I}‘]he intended obligation of modern society for
the quality of lifestyle of existing generation.

Ct(l)]nservation of environment, the resources and
ol en;) elements reéquired for next generations to
also be able to endure better quality lifestyle.

I aced by Management
Climate Change and Public Policy: Climate

change is the biggest challenge faced by current
and f_’utuye generations. It is one of the most

i ime. Our socio-economic
ecology is affected. Nobody is devoting enough
effort to exploring how to address it. Climate
change.a_ffects us all, and its effects are becoming
more \_usxble daily. As such, we must take action
to mitigate its effects. Public policy can play an
essentlgl role in this effort. It helps shape
strategies to reduce emissions and promote
sustainability. The results may be so damaging to
our social structure that even' dey

eloped nations
cannot handle the turmoijl.

Working Together for Sustainability: The
world is increasingly facing environmental
challenges, and it is becoming increasingly
important for us to work together to ensure
sustainability. We must recognize that we are all
part of the same global community, and our
actions impact each other. We can develop
strategies to lessen our environmental impact,’
save resources, and safeguard the environment
for future generations. We can make a difference
in the battle against climate change, provided we
take collective action and band together.
Sustainability is not about individual action. It
requires us to come together as a collective force
for positive change. Most sustainability concerns
demand  systemic  change, necessitating
stakeholder collaboration. Businesses must speak
with decision-makers, competitors, and affected
stakeholders to address sustainability issues.

Transparency and Traceability in the Supply
Chain: Creating a sustainable company with
traceability and transparency in the supply chain
is possible. And this remains a primary concern

related to sustainability. i

A company must present a comprehensive
overview of a product's life cycle from raw
materials to the point of sale. Businesses can
create transparency and rebuilfi trust by gutlining
necessary tasks and identlfylpg pmpts ‘f'or
significant action. One of the main sustainability
issues in business is the need for accurate,
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i t
improved, and inclusive data. 'Becaus.e tt:lad
describes and provides standing with equity a
justice.

4) Circular Economy Principl(?s: Th-e most
significant general sustainability issue will be Fhe
circular economy. It might be the most effective
route toward sustainability, particularly. for
international corporations. Due to the scarcity of
natural resources, it is crucial. Waste is becoming
a valuable input thanks to the circular economy.
We can stop using virgin resources and a(?dmg to
pollution. We can achieve it by closing the
resource supply and disposal circle. It is a
concept worth exploring for industries where raw
materials are essential to manufacturing -(1.e.,
food, beverage, and apparel). These business
models aim to keep materials in use. They renew
natural systems and reduce waste and pollution.

5) Government Policy: Businesses have difficulty
convincing the = government  (Sustainable

-+ Development Goals) to support sustainable
development. Hence, these policy cues are absent
everywhere. Their sustainability initiatives are
being reduced or delayed due to political
uncertainty. The government's role is important
in achieving change.

The government must develop a framework that
requires action from corporations. To execute the
SDGs, we need good sector coordination and
public-private partnership approaches.

6) Diversity, Equity, and Inclusion: Companies
will be more ambitious in the future about
redefining what it means to be devoted to
diversity, equity, and inclusion (DEI). Instead,
the corporation must incorporate DEI principles
throughout all operations, from sales to PR to
HR. They should also refocus the purchasing
power. It will open up their chances for various
suppliers throughout their value chains.

1.7.2, Diversity, Equity and Inclusion
Diversity equity and inclusion are closely related terms
that describe the range of distinct individuals that
comprise a community and the conditions that enable
them to collaborate as equally valued members of the
group. It has been statistically demonstrated that
workplaces that place a high’ priority on DE&I
initiatives are safer, happier, and more productive.

Diversity in the workplace refers to an organisation’s
hiring a varied workforce that reflects the society in
which it functions. It encompasses all . the
characteristics that set people apart from each other.

(
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—— e ... .
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Although humay, 4
define diversity

oy tl}e same access and
’ employerspany.__To create an equitable
e ml-lst understand what
fhey Kool e o certam. backgrounds face, so

Support . individuals need to

I . " :

: Sm;ll:js_lop, wl}lle freqlfently associated with diversity,

s Istinct '1dea. .It IS an organisational endeavour
Practice in which different groups or individuals

from various back )
. grounds are socially and .
recognised and welcomed. ¥ and-eultarally

According to the Society for Human Resource
Mapagement (SHRM), inclusion is “the
fich.levement of a work environment in which all
individuals are treated fairly and respectfully, have
equal access to opportunities and resources, and can
fully contribute to the success of the organisation.”
This definition distinguishes inclusion from diversity.

People who live in inclusive cultures are more likely
to feel appreciated and valued for who they are,
whether they are an individual or a member of a
group. When people feel included, a supportive
environment is created, enabling them to do their
best work. A change in the organisation’s thinking
and culture is frequently necessary to achieve
inclusion, and this can -result in outward
manifestations like better access to resources and
facilities, more involvement in meetings, and
rearranged office spaces.

Diversity, Equity and Inclusion Issues

Diversity, equity and inclusion issues encompass a

wide range of challenges and opportunities related to

creating and maintaining diverse and inclusive
workplaces. Following are some common Issues

related to diversity, equity and inclusion: .

1) Language and Communicathn:
Communicating the same language can bring
people together, but it can also unmtentnonqlly
result in exclusion. This person-language link
typically emerges when someone spe'aks
numerous languages but prefers one specific
language over the others, making others feel

excluded.
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. mmunication in
arriers to €O :
There are b even when there is pg

= workplace,
rr}ultl{;&lf:: 1workers do not speak the language o
?l::als;najority it can be difficult for the team ¢,

communicate effectively: Th(ljS 1:;11}’ t Olmr;;ede
t, an ore
k, reduce output,
learglwzslrs at work. In order to overcome thege
g:)(;tacles it is imperative that adequate
communication training be given.
Gender and Sexual - 'Oltientatlorn': The
discussions regarding dn{ersny, fequlgz and
inclusion usually touch on 1ssues © gender ang
sexual orientation. Discnmmf'mon. bz'ased‘ on
sexual orientation and gender identity 1s still 5
major problem in society, despite advances ip
acceptance of these identities. There are many
different ways that this unfair t-reat.mtant might
appear, such as name-calling, discrimination at
work, gender stereotyping, and more.

For example, there is still a notabl_e discrepan_cy
in the representation of women in managerial
roles. Government legislation and workplace
policies do, however, exist to lessen this
discrimination and advance gender equality.
There are also a number. of movements that
question established gender norms in the
workplace and promote equal compensation for
people of all genders.

Race: The belief that one race is superior to
another is at the root of this kind of diversity,
equity and inclusion problem. This is a product
of society and the media that, if not addressed,
will become embedded in their subconscious.
For example, employees treat one another
unfairly, and in the worst cases, some even
conduct hate crimes.

The only way to unlearn negative beliefs and
behaviours is to become conscious of the
struggles faced by people of different races.
Providing racial and inclusive training to the staff
may help them see the realities of what other
people go through.

Spiritual Beliefs: People have different spiritual
views, which can affect their work ethics, habits,
an.d clothing norms, among other areas of their
existence.  Fostering  diversity, equity and
inclusion in the workplace requires employees to
be.aware of and respectful of one another’s
beliefs because it fosters respect for one
ano?her’s uniqueness. But it is also crucial to
avond. forcing one’s Opinions on other people
especially if they do pot share them. B);
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5)

6)

encouragin
viewPoilgltsgsiWaﬁr,en,ess and acceptance of other
» SENS1tvity training can significantly

-improve : .
P relationships  between teams. In an

inclusive :

spifitaal b‘:ﬁg;PIa.CG, discrimination based on

CriEHL forke S 1s unacceptable. Thus, it is
spect and work through differences.

Alternati i

e tslgsr;‘feitﬂes: Alternative lifestyles are
cquity and inch? .problems related to diversity,
g Ml aSlQIl. An alternative lifestyle is
taies S away'from the mainstream and
; _social  conventions. For example
letary 1lmltaFlons, such as becoming vegan o;
onl_y. consuming foods that align :vith one’s
religious convictions. Other examples include
gurr;;;iter diving, changing one’s physical
olt)}fer ailtlic;er;si:hoosmg not to have children, and

Rec;ogmsing the diversity of individuals and their
varied experiences is the key to fostering
tolerance and - ‘acceptance of differences.
Implementing sensitivity training‘for one’s staff
can enhance their empathy, deepen their
awareness of unique perspectives, and better
equip them to navigate challenges effectively.

Generational ' Differences: With the increasing
trend of hiring young talents to adapt to
globalisation, companies are embracing diversity in
age groups. This diverse workforce leverages the
unique skill sets of both older and younger

. generations, propelling the company towards

success. Moreover, it presents .an opportunity for
mentoring younger employees, ensuring continuity
in the. business as older employees retire.

However, - generational differences can pose
challenges in the workplace. Baby boomers,
millennials, and Gen Z individuals often have
distinct work ethics, styles, and priorities regarding
work-life balance, pacing, and career aspirations.
When these differences intersect within a team,
collaboration can become complex. To foster



