on ndlvxduals Direction helps to supemsc and-é' otivat
ordination establishes link between the various activities perfe
ps us to know whether the plan has been successfully impl

yjective laid down in the plan has been fully achieved.

of Management
agement is basically concerned with the performance of planning,
sing, directing, co-ordinating and controlling, which, in fact, are its main
jons. Management is also regarded as the art of getting things done through
. Itis not possible for any individual to do all the work himself, The work is
s shared with others. In a household, for example, the head of the house —
er earns for the family maintenance. The lady of the house manages the
nand so on. Similarly, in a bank there are different individuals to look after
savings bank account, fixed deposit, current account, recurring deposit
nt and so on. The overall control lies with the Bank Manager. Thus, it
nes clear that the work is assigned to many in any work place and
msibilities are fixed on them. The person assigning the work, i.e., the manager,
how to get things done through others, i.e., subordinates. A manager
1S unable to make his subordinates work cannot be a successful manager.

litions of Management
nagement is the art of getting things done through people — Mary Parker

manage is to forecast and plan, to organise, to command, to co-ordinate,
ontrol - Henry Fayol.
ent is what a manager does Louis Allen.




X .+ what you want your men
o o d the cheapest way — EW. o
in the be d directing human energies

pe b G
M : intenance of an internal environmentin
Management is the creation and mal in groups, can perform efficiently and
fanag . dividuals, working 3 £ getting the i
an enterprise where I ttainment of group goals. It 1s the art of getting the work
"1 effectively towards ﬂl-et: eople in formally organised groups — Koontz ang
3 done through and with P l
9 0’Donnel. -
by t

Nature of Managemen i : .
4 An analysis of the nature of management will bring out the following salient
features: ' .

1. It is a Universal Activity — Management is relevant in every sphere of
activity It has relevance not only in business but also in household work, in
army, in governmental activities and so on. The work can be done in a more |
systematic manner with the application of the techniques of management. The
material and human resources can be effectively handled and the goal can be
attained with maximum efficiency. For example, a student who has to prepare for
his board exam can either study at random or prepare in a systematic manner. In

the latter case, the level of performance is bound to be much more superior to that
in the former case,

~Management focuse i i |
specific objectives, For exampl s attention on the attainment of

: €, abusiness may aim f; :
This can b : . : Yy aim for a particular level of sales.
¢ achieved in an effective and efficient manner by adopting the

techniques of man, ;
F gément, B ;
produc'non, by fixing targets ¥0T$:n sila g o orocastofiis sales, bypHeEE

Activities, the targeted |o esmen and by properly co-ordinatingall

& vel of sales !
RS 0t is an ©S can be achieved.
~ applicatiop ') '.me“e‘-‘t.llal §ctivity =

. Work has to be assigned to diffe
Ard fixed on them, Proper co-ordin
* Mportant aoiyjieq poree 17 UNL, production,
2fer these gorjyiine 2o Separate departm
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f':-'.mf)m functions like organising, directing and co- !

gement is both a Science and an Art - The practice of science needs

e of the. theory as well as the formulae. On the otherhand, the practice

: _51‘1_11: Management is a social science. It focuses attention on the

our of individuals fmd groups. It does not believe in the methodology

~ alon Sometimes, theoretical knowledge may not help. In such a situation, the

ﬂ-?,.;;_ijﬂ%ﬁ;ot' the manager will come to his rescue. For example, if the workers in a

* factory demand more pay and threaten to go on strike if their demand is not
conceded, the skill of the factory manager will help to avert the strike more than
his theoretical knowledge. Thus, it becomes clear that to be a successful manager,
one needs to have a strong theoretical background plus skiil.

6. It is a social process — As mentioned in the previous point, management
deals with the behaviour of individuals and groups. In a work place individuals
work as a team. The behaviour of an individual is bound to be different while he
ispart of a group. For example, an individual worker may be forced to join a strike

e because the union, of which he is a member, has taken the decision to
goon strike. The behaviour of the individual, is thus, influenced by the group to
which he belongs. Such a group may be a formal group like the trade union or an
informal group based on friendship and other personal relationships. A marketer,

~ similarly, will study the behaviour of the consumers.

7. Itadoptsan integrated approach— The goal of an individual employee and

that of his organisation must synchronise. In practice, it may not. A worker, for

ample, may be wasting his time during working hours and may not realise that
Such an attitude on his part will prove 0 be detrimental to his organisation.
nilarly, an employee may be regularly coming late for work and may give certain
table reasons. Management practice Will reconcile the individual goals

se of his organisation.
an on -going activity — Management is a continuous process. A stage

mehed where one can say that management is irrelevant. Planning,
have unlimited use. Management will exist as long as there are

o
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. od as a profession. A persor
Administration) from one ofthe I
ent i Iﬁdia like the Indian Inst%tute of Man
- ijkata and so on will be recogmsec.l as a Mana
e consultancy services to businessmen on

. ) d c ° s
-H@can provide | or Finance depending upon his area
; i

Factor of Production — Management is also considered as a fa :
ion just like land, labour, capital and enterprise. Management, in fact,
en more prominent place because it has to properly combine and co-

- Distinctic between Administration and Management
~ Although the terms ‘Administration’ and ‘Management’ may appear to be

§ ';. B Mtheyare actual_ly.diffe-remi. In our daily conversation we use the two terms
. ) ﬁrmgﬁc eably. Administration is concerned with laying down suitable policies
. * whole concern whereas management will simply execute these.

N Ib ul'ariedr::;;:e owne;s ohf the business. Managers, on the other hand, are

g % YEES of the concern. The basic diff 1
; ; ) erence between
 administration and management is y |

~ whi ck 18 given below: nighlighted by means of 2 popular GiESSy :

e
<+

Administration




" ed to be measured. Correcti on

wmanses in future. Performance of contr
. pligations — Every business is part and

10. Fulfilme! ‘-’f?::ife:b;ﬁg ;‘1::, benefits from the society and th

ﬁg‘b‘im’-‘mtowards the various sections of the society, nam

~ owes certain f&ﬂ::ed itors, the consumers, the employees, the competi

m:lgfxgem. Management also focuses attention on the social obliga

of every business. R
Levels of Management “
Three levels of management have been recognised by management experts,
These are: s
1. Top Management 4
2. Middle Management and
3. Supervisory or Lower Management

. ! v

;‘:;d Mafn];gement Middle Management Supervisory Management
of Directors Production Manager Office Manager 1

Figure 1.2 - [evels of Managemeny

Top Mansagement — [t oo pc:
L JAan ~It cons . n i
4ging Director and o op m:;s of the Board of Directors, the Chairm

follows: - The functiong of the top management

obJeCtiVes of the bllSiness
S for the bugineg
ness into i

# the enterprise goalsiﬁ\ srent departments for th




Marketmg and Sales planniﬁg and cﬁﬂ b
-al review of performance

office manager, supervisors, etc. The supervisory management is
with the following functions:

To plan the day-to-day work.

To assign work to all the employees and undertake supervision.
i) To monitor the performance of the employees.

{fv) To send periodical reports to the middle level managers.
FUNCTIONS OF MANAGEMENT

~ The various functions of management — Planning, Organising, Staffing,
Directing, Co-ordinating and Controlling have been discussed briefly hereunder:

PLANNING

Thc first and the foremost function of management is planning. Planning is
leciding in advance what should be done in future. It helps to work in a systematic
mmer With proper planning of the activities of the enterprise, it is possible to
ke an optimum use of the available resources. Planning focuses on the
O0jectives of the business. Weekly and monthly targets are set for all and this

i0ids work pressure particularly towards the end of the plan period. Plan
8 the basis against which the actual performance can be measured.

ing eliminates the tendency to work at random. It determines the priorities
business and tells what should be done first, what next and so on. The
¢ of planning may be stated as follows:

goal-oriented.

an intellectual activity.

primary function of management.
ive, i.e., present at all levels.
auous process.



 qyironment: : :
8 %Zialysis of the necessary information.
of objectives-
the planning premises 0

£ i urses o0
kL the alternattve €O E
y Knowledge of ‘ - 2
;{‘g Evaluation of the Jlternative courses of action X
v

(vil) Selecting a particular fzourse.
(viii) 'P@garation of derivative p{ans. K
@) Participation of the subordinate staff. .
) Devising a mechanism of continuous evaluation. |
Plans may be of two types — Single-use plans and Repeated-use plagg,
Programmes and Budgets are examples of single-use plans. Objectives, P olicies,

' etermination r assumptions.

f action.
B 0t | . .‘r

7 Procedures, Rules and Strategies are examples of repeated-use plans,
i ORGANISING
4 3 After plannigg comes the organising function of management. Organising s
fetéaroce-ss of bringing together the necessary resources for the accomplishment
1: of the objectives of the enterprise. Men, machines, materials and money are the

omplj 3
Mplishment of the enterprise goal.

. AIWork intq 4 ol
.as division of Iabour,dlfferent parts for better performance. Thiss --':;

uthorj ;
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t of duties to the subordinates by the superiors.

WG _,w of authority.
e | STAFFING
" m'ﬁg staffing function of management is concerned with the performance of
ﬂfangmng activities: '
(i) Recruitment and selection of employees
(ii) Training
i) Wage and salary administration
(iv) Performance appraisal
(v) Employee transfer, promotion, demotion and termination.
Every organisation must employ the right number and the right kind of
employees to do various jobs. If more employees are employed than the required

mumber, the cost of operation will be more. Moreover, the potentials of the
employees cannot be fully utilised. On the other hand, if the number of employees

employed is less than the required number, it is not possible to cope with the
volume of work. Therefore, it becomes necessary to have the right number of
employees at any given point of time.

~ Recruitment of employees may be done from internal as well as external sources.

Tmfer from branches having surplus staff, promotion etc., are some of the
emal sources of recruitment. Newspaper advertisements, employment

¥ .- campus interviews, etc., are some of the external sources of recruitment.

- Ve the source of recruitment is finalised, the next step is to complete the
on process by holding tests and interviews.

-le.ctcd candidates need to be trained to enable them to perform their
ctively. There are on-the-job and off-the-job training methods.
of the correct remuneration for the employees and payment of
fives are also part and parcel of the staffing function. The
the employees must also be periodically appraised or evaluated

' ‘;hey are efficient and effective. o

i LES
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nent G
P is med with the following activities:

. ision.

: _ muucﬁo ns pertaining to work. y
e ﬁm‘ communication m]atiOHShjp between the management :e"j-r‘r_::k;‘
h - B WP ~ to guide employees. ,‘

=3 ‘;’h manager has to supervise the work done l?y the employees. He m
offer help when needed. This will be possible only if the manager has the right
number of employees/subordinates under him. If a manager/superior is asked
supervise more subordinates than the optimum number, he will not be abletodo
his work effectively. On the other hand, if fewer subordinates are placed undera ¥
Superior, his potentials cannot be fully utilised. It, therefore, becomes ne cssary
o Mﬁl}e_wcumtcly the optimum number of subordinates a manager can
eontrol. This is what is known as "Span of Control’ or "Span of Management’, {
"If m often has. to give orders and instructions to his subordinates [
Work. This will not be Possible without proper communicati‘
well as written 1¢ may be formal and informal.
ce when the Organisational hierarchy is strictly
°re, the superior — subordinates

: Hnication, on the other hand, igno “'-'
farchy. The inf; om
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such activities are directed towards the attainment of the overall
ctive. The finance department provides finance, the purchase
iys raw materials, the production department produces goods and
g department undertakes marketing and sales to enable the business
jts goal. The activities of the various departments are inter-dependent.
wple, the production department will be able to produce only if the
ent buys the necessary raw materials at the right time. The
se will be able to buy only if the finance department provides
; -assary funds. It, therefore, becomes necessary to establish link between
the various activities performed by these different departments. This is done by
*m-ordmatmg function of management.
 Co-ordination may be achieved by means of any of the following ways:
@ Plamni

:-: i) Sound organisation — proper use of hierarchy

~ (iv) Effective communication
g .'J " ) By having Liaison officers

() By setting up a task force comprising representatives from the interacting
W) Creation of a separate co-ordination department.

CONTROLLING

anning is *looking ahead’, controlling s ‘looking back’. Control enables
tohwwwhethcrtheplanhasbeensuocessﬁﬂlymlm A
| has been achieved. The process of control involves the following
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i) , St | ; tributions to
~ve made significant qon .
ts 1::‘;:&;?::{“13 contributions of some of
over cent ’

thinkers have been given in this Chapter.

P ‘ . He started his career as a machinist jn.
solve mm%egt aﬂ?ﬁ;ﬁ: hard work, he could go up to the level o
concern -

According to Taylor, management is ‘the art of knowing exactly what
want men to do and seeing that they do it in the best and cheapest way’,
ideas on scientific fhanagement were brought out as g book titled ‘Principlesa
Scientific Management” iy the year 1911,

Important aspects of Scientific Management
The following are the im

ing any work is determin
does the work within the tar

1 tacement, rr'czining and deve[opmem Of
g pm}'ldes for e selection of the ri ohf il " o

S ed on their o




The workers will

the workers to earn more remuneration. Thus, both the management and the
workers are interested in maximising production under scientific management.

0
1 Techniques of Scientific Management
g The following are the important techniques of Scientific Management:
| Work Study
Scientific task planning
Scientific selection, placement and training of workers
Standardisation and simplification
5. Mental revolution |
| Work Study
' Works study aims at improving efficiency. Under Scientific Management, the
amount of work an average worker can do under standard working conditions is
objectively determined. This is referred to as the “fair-day’s work’. In determining
the fair day’s work, the following studies are used:
(i) Time Study
() Motion Study
(i) Methods Study
(iv) Fatigué Study

e

. The objective of conducting the fime study is to determine the ‘standard
us elements associated with

lime’ needed to perform every job. For this, the vario '
are identified and the time taken to perform each such element is recorded.

study is conducted to know the movements of workers .from. one
ser during working hours to perform their work. The idea is to

ate unnecessary and wasteful movements. ”
1s at determining the most appropriate method.gﬁ doing
Ty e

; bl -'fi."'.}
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m;;s of production, specialisation, op
99 etc., are the other objectives of

o 'Sajion, ; ‘ .
mapleme:ltaﬁon of the production programme will

& v concerned with the sequence of production operatic

() Routing- : o .

'WF ::”keduﬁﬂg - prescribes deadlines for each work A ;
(') Dispatching = concerned with issuing orders to carry out the work by fl
i

(iv) Feedback - helps to check whether the work has been done as planneg @
Seientific Selection, Placement and Traini.llg ofWorkel:s - . i
Taylor wanted the right man to be appointed for the right job in every wog
slace. The task of finding the right man should be entrusted only to specialists,
5 A number of tests should be conducted to find out whether the candij_ @
possesses the required qualities. Taylor also stressed the need to train the worke
i specific areas to secure good performance. In the absence of such a training,
e workers would only learn by trial and error and this would result in loss for
the business. - nan
“‘andardisation and Simplification (
[il;del‘ Scientific Manage_ment the product, the materials used for | G
f::nw;m;m?:’_"ls and eillllpment used, the methods used, quality, timeand" i
. 1l10ns are all standard; dizati iformity X
20d promotes effciency dardised. Standardisation ensures uniformity
Mental Revolution @
;g:ys OfTa.ylor, the p.l‘o-blem confronting both the manag .
m“;% lt)he Ivision of surplus. Taylor contemplate wa
oth the Management and the workers o tW Ev

YStem called the differen
be prescribed for the s



H— work, Tavlor suggested a syst nof
ARsiem, there will be eight persons ofwm

our in the factory and

partment are called

f operations to be

sary instructions
ill perform their

doing the various
following
Is ready so that
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in accordance with

ntioned above, Taylor
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7."_.- E ;l U s m performance of the factory work, Taylor suggested a system of

snal foremanship, Under this system, there will be eight porm'szhm

hree will work in the production planning department, four in the factory and
one person 10 secure proper co-ordination,

The persons who will work in the production planning department are called

B —
F LT e
" )

by the following names:
ned i) Route Clerk ~ his job is to determine the sequence of operations to be
performed in any work.
| Instruction card Clerk ~ he will prepare the necessary instructions
fork pertaining to the work and accordingly the workers will perform their
;:: duties.
i @) Time and Cost C'lerk — he will frame the time-table for doing the various
: jobs. He will also keep the necessary cost records.
l .
‘?: The persons who will work in the factory will be identified by the following
names.
) Gang Boss — his duty is to keep all the materials and tools ready so that
. the workers can start their work without any delay.
a::; (i) Speed Boss — he will ensure that each job is done well in time.
nity () Repair Boss — he will keep all the tools and machines in the factory in

perfect working condition.
) Inspector - his duty is 1o €nNSUTe that the work is done in accordance with
nent the standard laid down by the planning department.
ated To co-ordinate the work of all the
two Watted another person who is give the name |
) on of Taylor’s Scientific Management
lowing are the merits and demerits of T aylor’s §cientific Management:

geven persons mentioned above, Taylor

‘Disciplinarian’.




functional foremanship separates plannin

also come to be criticised. . k

vement of Taylor has been appreciated by many r Nagens
e a:: ffhas also got him a unique place among the

e engineer and industrialist. His conri
‘- ei:yﬁasw?)srjug;ngzt asg a book in French titled “Ad.min
L ielle et Generale” in the year 1916 and was later translz.ited into E
The English version was given the title “General and Industrial Manage
and was published in 1949.

The contributions of Fayol have been discussed under the follo‘:
headings:

L. Classification of business activities,
2. Managerial qualities and training,
3. General principles of management and
4. Elements of management,
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— peculiar to the functions performed.
ce — from work.
inciples of Management
eloped 14 basic principles of management. These are —
4 sion of Work
5 Authority and Responsibility
;g Discipline '
4, Unity of Command
5, Unity of Direction
6 Subordination of Individual Interest to Group Interest
7. Remuneration of Personnel
8. Centralisation
9. Scalar Chain
1. Equity
- 'ﬁ Stability of Tenure of Personnel

|4

. Esprit De Corps
rinciples have been explained below:

sion of Work — By this we mean that
ed into small parts, each entrusted 0
er an example, the making of a shirt inv
s carried out like cutting the cloth, stitchin
tivities will be performed by di
nder division of labour/work. As
ty, he becomes a specialist in due

o EGNBR RS

the total work to be done is
a particular individual. Fo
olves a number of activities
g, bution stitching, ironing,
fferent individuals and not
each individual performs
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. J % nates. The manager will beabl verform hi
ctively only 1f he has intimate knowledge of his staﬂ‘, leacler »'p
d the capacity to identify and motivate efficient employees.
or¢ ination — Linking the activities of the various departrrients of a
ness is what is known as co-ordination. The activities of one
: department affect those of another department. For example, purchase of
~ machinery depends upon the availability of finance. If only the finance
- department makes available the necessary funds, the production
~ department can get the machinery it requires. To secure proper co-
- ordination, every individual and department shall work with proper

understanding with others.

5, Control — The need for control arises due to the fact that the business will
be interested in knowing the success or failure of the plan. Control reveals
the weakness of the plan and the problems encountered in its
implementation. This enables the management to take necessary corrective
action.

Fayol’s principles of management are very popular among management
thinkers, There is, however, a criticism that he has not paid adequate attention to
the needs of the workers.

Elton Mayo (1880-1949)

~ Elton Mayo was the leader of the team that conducted the famous Hawthorne

Experiments. These experiments were conducted at the Hawthome plant of
em Electric Company in Chicago, U.S.A. Mayo was a professor of industrial

logy at the Harvard Business School. ‘The Human Probiem of an Industrial

n’, ‘Management and Morale’, ‘The Social Problems of an Industrial

ation’ are some of the books brought out by Mayo.

ation Experiments — The main objective of th? ill}uni,t._latien

was to study the effect of the quality of llghtmg in the
fficiency of the workers. For this purpose the wo
oups. One group of workers was mad

o kil Dol



throne Experiments

are some of the criticisms of the Hawthorne Experiments:
The study is confined to a particular com ndings therefom‘
ke ' ~ lack universal applicability. i y ;
- 2. The study has considered only the internal env
the external environment completely.

ironment and has ignored

3, There was no basis for the selection of the workers, the physical
environment, etc. The study, therefore, was unscientific.

4, The view that satisfied workers produce more output has also not been
accepted.

5. Undue importance has been given to social factors like affection, sense of
belonging etc., in determining the quantum of output. The fear of loss of
job in the event of a deliberate attempt to restrict output must also be
there in every worker.

Douglas McGregor (1906-1964)

McGregor, an American, was a professor of management. His book titled
“The Human Side of Enterprise’ is popular even today. He developed the famous
‘XTheory’ and ‘Y Theory’ on motivation.

Theory X adopts a negative approach towards workers. It assumes that
workers dislike their work basically and are not ambitious and creative. It further
says that satisfaction of basic needs alone is important for most workers and that
the workers need to be closely supervised while at work.

~ Theory Y, on the other hand, is positive in its approach. It assumes that if the
Work environment is proper workers will enjoy doing their work. If the workers
@e properly motivated, they will certainly come forward to accept responsibility.
tkers can also be creative and satisfaction of basic needs alone is not their
¥ . Close supervision is not necessary when the workers are doing their

They can exercise self-control.
X and Theory Y are popular even among the contemporary managers.
Follett (1868-1933) :
| her career as a social philosopher in the U.S. She‘prov:ded
ss concerns on the personnel problems they faced. “The New
and ‘Business Management as a Proﬁmion are .

are the contributions of Follett to managemert A
s BERa "m II“‘E‘ Pk I




. goal- - L ; ' !
ormal organisational Structure, tority
TBut Follett is of the vzew.that every individual she
the ﬁna‘lhéilthority for the task he carries OuL.

| co-ordination is necessary to achieve organisational goals, :

tive . .
efforts must, therefore, be made to secure co-OrdI.
' QT e : h
" Frank Gilbreth and Lillian Gilbret N
A : ignificant contribution in the area
e T hugbandandmfeteamhasmadeamgn%ﬁ?an : of
ap monofscientiﬁc methods of doing work in industry. Mr.Gilbreth was keen

78

;p the idea of finding the one best way of doing work. This led the team to the
task of finding the best available worker, the best method, the best surroundings,

the best tools and equipment and so on. _
The contributions of Mr. Gilbreth and Mrs. Gilbreth may be stated as follows:

L. The team in association with F.W. Taylor conducted the ‘motion study’
the aim of which is to reduce the wasteful movements of workers duri =
working hours. This was done using several new technigues like process
charts, symbols and so on. ;

i}, 2 To reduce fatigue (tiredness), Gilbreth conducted the fatigue study the
g | Suggested rest intervals and improved working conditions for employess
- Chester Barnard
' Wasmtﬂ;ﬁ P‘;?:éd;?n ;fggfli:l\; Jersey Bell Telephone Company. F .
f the Executive’, <y ol Eovernment organi
e ’ ganisation and Managemgnt’ are amoig




of authority in

the executives.

n. He must be able to secure performance from individuals.

1ty | -eKQFCiSB'd by the communication of orders by a superior to

| ganate. Th e subordinate, therefore, should be able to understand

the communication. He must be convinced that what has been conveyed
in tune "Wlth the organisational goal. Organisational interests and the

nal interests of the subordinate must synchronise. The subordinate
d also be able to comply with the proposal both physically and

- mentally.

4 Financial rewards cannot satisfy all. Pride of workmanship, pleasant
~ organisation, participation, sense of belonging, opportunity for power

 etc., can motivate subordinates better.

"
i

- 7. The organisational equilibrium, which is dynamic, depends upon the
~ individuals working both within and outside the organisation and the
. society at large. Such an equilibrium can be achieved not only through

" logical appraisal but also through intuition and belief.

" 8 Barnard also feels that an executive will be able to be effective only if he

~ possesses a high degree of leadership qualities.

Drucker
deter Drucker is known for developing the famous concept of MBO
gement By Objective). The contributions of Drucker to management may

ned as follows:
Drucker considers management as important for all types of organisations.
‘He lays emphasis on the practice of management. He believes in

ormance and results.

nomic results are important to j
done in any enterprise must be pro
0 achieve. The management must also be co
it has to realise its social responsibilities.

iew that the purpose of business is {0 create a customer.
essary but it cannot be the only goal of BUsifess
' Sk |

s ST Jid g e . . :
Al i

ustify the existence of management.
ductive and the worker must
nscious of its social
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~1On and sales targets are broken into we
planmng This makes it possible to work syste
1g can be.better explained with another example. A
| Umv?rsny exams in the month of April, may prepa
essons, subject wise, according to a particular order. This will cert
not only to prepare well for his exams but also to get good marks.
ganising, staffing, co-ordinating and controlling, which are the other
ant functions of management, succeed planning. The basic objective of
planning is to work in a systematic manner so that the goal of the enterprise can
beachieved with maximum efficiency. Planning eliminates the tendency to work
atrandom.

Definitions of Planning

Planning is deciding in advance what to do, how to do it, when to do it, and
who is to do it. It bridges the gap from where we are to where we want to go —
Koontz and O’Donnell.

Planning is a mental predisposition to do things in orderly way, to think
~ before acting and to act in the light of facts rather than guess — Urwick.

§ Planning is deciding the best alternative among others to perform different
- managerial operations in order to achieve the predetermined goal - Henry Fayol.

=

* Planning is deciding in advance what is to be done. I involves the selection
of objectives, policies, procedures and programmes fron: among alternatives —

Planning is a concept of executive action that embodies the sl;ills wf
pating, influencing and controlling the nature and direction of change b

process of thinking through and making ex;}li@:%t‘ e
ips necessary to accomplish an overall objectt

| A
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| - employee training. __
certain amenities for the staff with the avaijl

Methods of Planning



2 " . : "mi* W) :- -
ation is considered to be the ultimate objective of

-

() Greater productivity
M control
(vil) 'Favourable employee attitudes
(viil) Product diversification, etc.
Accomplishment of objectives depends on whether they have been stated in

precise terms. Objectives, when stated quantitatively, can be realised better.
Qualitative statement of objectives only leads to ambiguity and confusjon. Let

us consider certain examples —
@) To ensure proper motivation of employees.
() To be socially responsible.
1@ To achieve maximum customer satisfaction, etc.

h@m be easy to set objectives such as these. But what is difficult is to find
out whether such objectives have been fully realised or not. On the other hand,
tives are stated in monetary terms, it is easy to ensure their accomplishment.

y may be given as examples —

0 per cent return on investment.

per cent reduction in operating cost.

er cent increase in sales, etc.

ages/Merits of Objectives

objectives may be explained as follows — _
 to the activities of an organisation. In the absence
re will be a tendency to WO k atrandom.

4‘\.




1 muon&ndsalesmaymt"bexnain ined
"boom and economic recession. "

y serves as a valuable guide to those individuals who have to make

ortant decisions in the course of accomplishment of the business

ctives. Pohme? provide ready answers to questions pertaining to certain

Gsues. They prescribe the limits within which the organisational decisions have

1o be made. The policy of an organisation regarding employee promotion, for
example, may indicate the criterion for promotion — whether ‘seniority’ or ‘merit’
or both. Certain business houses follow a policy of producing goods only for the
foreign market. Their products are not meant for the indigenous buyers.
[Essentials of a good policy

1. A policy should not be vague. It should be clear and definite. It should
not give any scope for misinterpretation.

2. As every policy of an organisation influences its image, it is important
that the policy is sound and logical.

3. Itisalso important that the policy conforms to the ethical or moral values
of the society in general and the business in particular.

4. The policy should be fair and do justice to one and all in the organisation.
It should not be prepared to favour unduly certain individuals.

5. There should not be two policies pertaining to the same issue. This will
result in duplication.

6. Policies should be reviewed and revised periodically so that they will
remain up-to-date and also relevant. However, frequent amendments will

~ affect consistency.

.' %ldetermmmg policy-making

~ Several factors influence the formulation of policies. The important ones are

‘beliefs and values of the owners of business.




wmmmymlnwmmmm&mq =
mymmmmmhthmumm— ision.

es also prevent the managers from misusing their amhonty by
’bmg the limits beyond which their actions cannot go.

2 tanons of policies are given below:
: m‘%i!cies cannot provide solutions to all organisational problems. Political
~ and economic conditions in the country too cause certain problems for
the businessman.
2. Policies only provide guidelines for decisions and do not provide an
instant solution to any organisational problem.

3, It is necessary to review any policy periodically. Policies too tend to
become outdated with the efflux of time.
. Policies are not a substitute for human judgement. The manager cannot
blindly apply any policy under any given situation. He has to use his
sense of judgement to decide the extent to which the policy has to be
applied.
5. Policies do not allow the managers to think originally. Creative thinking
on the part of the managers can provide better answers to any
organisational problem than what ready-made policies can.
r Procedures

A procedure will lay down the manner in which certain work has to be
Mﬂmnd. It prescribes the sequence of operations to be carried out to complete

 task. Procedures are laid down in a business organisation to carry out a
ger of activities like purchase of rawmaterials, selection of employees, payment

b e ER L T A = S =N )
S




= b ol vy o dong ik e g,
ple, s enterprise that wants to buy a machinery may =~
s of the machinery. As it can buy only one model, it hasto

del to buy. It will select the best model by examining the merits
of all the alternative models and will select the one that offers

below are some of the important decision-making situations in a business

1, The source of buying raw materials.

2. The source of recruitment of employees — Whether internal or external.

3. The market for the products of the business — Whether local, national or
international market.

4, The criterion for employee promotion — Whether seniority or merit or
both.

5. The method of promoting sales — Whether by advertisement, personal
selling, sales promotion or publicity.

6, The medium of advertisement — Whether newspapers, radio or television.
Definitions of Decision-Making

: According to Haynes and Massie, ‘Decision-making is a process of selection

jl‘ ﬁnmm of alternative courses of action which is thought to fulfil the objective

‘f& decision-problem more satisfactorily than others’.

. In h words of George Terry, ‘Decision-making is the selecting of an

Atemative, from two or more alternatives, to determine an opinion or a course of

Decision-making is a process involving information,
»ns, implementation, and evaluation that 1S GIrectes ot
2 = . “ ,. ' : -J‘ :'



ons on 0rganisation; given by eminent pers
e i ing the work to |
s of identifying and‘ groupl k 19
‘Prﬁ?sdglegating responmblllty.and authority, aj
lat'iggships for the purpose of enabling people to work
{v'e'ly together in accompjishing objectives’ — Allen.

| 5
duties of designing the departments and | h

defining their functions and specifying
departments and individuals® =

nisation embraces the
nnel that are to carry work,
ations that are to exist between
~ Kimballand Kimball :

: Organising involves the establishment of an intentional structure of roles

. through the determination of the activities required to achieve the goals
- ofanenterprise, the grouping of these activities, the assignment of such
g " groups to & manager, the delegation of authority to carry them out,
- provision for co-ordination, horizontally and vertically, in the organisation
- structure’~ Koontz and O’Donnel.

prising is the establishing of effective authority relationship among
wled work, persons, and work places in order for the group to Woll

e as?“mptions, goals and att
vides him also with a set of sta

is decision, and pr,

ectations ag to -
A as 10 what the other members of t

i re .
_ eact o what he says and does’ —!

" ework qf duties and re:
Vanous fiinctinme wotelien +
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ope of his auth

- organisation. In such an organisat

now discuss each one of these in detail.

ASALLI0])

i€ organisation, also known as the ‘Military Organisation’, isthe

ion, the superior at the top nal

and communicates his decisions and assigns certain work

‘Subordinate, The subordinate, in

_ 0 . - " | |
nty, and assigns certain work to his own subordinate

hame mjl;

i s or s 3 1
ine ey tary organisation, The cor

fa diagram:




-t to authority. Power is t}
b appear to be similar
‘Powﬂi“i ':‘:;1{1 eﬂ Ee others. It does not come to a person by
VL by virtue of his intelligence, |

and other perSOnal traits.
Distinction between ‘Authority’ and ‘Power’ :
- Thedistinction between authority and power may be stated as follows:

g - " Authority Power

*‘1 Itis the official right of an I. It is the capacity of an

: " 2. Itaccruesto person by virtue 3
e é‘nfhis official position

individual, :

It accrues to a person by virtue
of his personal position whlch
determined by his mtelllge

knowledge skill and other pe
Qualities,

Power, being the personal caf -ﬁ"
of an individual, cannot be
ansferred to anyone,




urir g concern, the total work may be divided into the follc \

)

(v) Finance.

Each of these functions will be entrusted to different departments. For example,
- the production department will look after production and related matters; the
marketing department will look after marketing and other related matters and so

on.

The activities normally performed by the different departments in a business

enterprise may be stated as follows:
1. Purchase Department— (i)

(i)

(1)
2. Production Department— (i)
o (1)
(iii)
eting Department — (i)
(i)

Purchase of raw materials.

Maintenance of necessary records
pertaining to materials. :

Stores control, etc.
Manufacture.

Quality control.

Plant maintenance, etc.

Determination of sales targets. i
Appointment of dealers and distributors.
Advertisement and Sales Promo e




" managers supervise the wo
The f the foremen, superintendents and ot
ting the work of the operating

“in turn, SUPETVises

s of Supervision | ' |
ssion refers to the direct and immediate guidance and controlg

ates in the performance of their tasks — Wytels.
Servision is achieving of the desired results by means of the intellige
‘ of human talents — GR. Terry. k
@cfv-iéion s the function of assuring that the work is being dc
ce with the plan and instructions — R.C. Davis.

To assign work to the subordinates b
To review the quality and quantum of work done by the subordinates®

pert;tc;nn his duties effectively, a supervisor is expected %k
ualities: &




>, The information conveyed is known as the ‘m‘
'the message is called ‘tmnsnusmon The reaction of the

on is the process of passing information and understanding
on to another — Haimann.

sation is the sum of all the things one person does when he wants
rstanding in the minds of others — Allen.

wnication is the exchange of facts, ideas, opinions or emotions by two
ons- Newman and Summer.
sunication is the transfer of information from one person to another

t it elicits confidence but the information transferred must be
e to the receiver — G.C.Brown.

on is an intercourse by words, letters, symbols or messages,

i _0ne organisation member shares meaning and understanding
~Koontz and O’Donnell.

- F.G.Meyer.

m Pi‘Ocess of conveying messages (facts, ;;lﬁ;& attitudes




- nay also
he receiver may respond to it eigg

Selg’mode desired by him or by the se | jj
or i ication to be successful_ iy &
. ! For commumcatlon . > .
s the message. For this, the seng 1
bl gknown to the receiver. For example
er cannot ungderstand English and the sender of message ¢ 1

easm English, the communication will be a failure.

~ Meeting of minds necessary — The receiver must understagdﬂg T
* in the way the sender wants him to understand. For this consensis}
required. Consensus is nothing but identity of minds. If weekly e
announced by a supervisor is misunderstood by a worker as mouti
target, there is lack of consensus. Inattention, poor vocabulary,
pronunciation etc., may result in lack of consensus.

4. Themessage must have substance — The message has substance ot
e - the receiver shows interest in the subject matter. In other words#
~ senderofmessage must have something really worthwhile for theress®
For example, if certain botanical names are explained to a studentless®
| ~ commerce, he may not show any interest. |

-—wcﬁmﬂnicaﬁon may be made through gestures as well - Cor
. ==¢ not necessarily be made orally or in writing. Certain ge

act ;* mﬁ/ als'o eonvey one’s willingness or understanding
= the Odeiltlzﬁ of heads, rolling of eyes, movement of HISEEE
B . g' g i “"Imally used to convey certain ideas-

1 onisall-pery asive — Communication is Om

4 Jvzsi of management, The top mans

dc?}e ‘anagement and vice versa.

“Hormation to the supers isory St

Ml ~~a®

r

; _.'Ifl bl
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W

A
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onvey any information to the production

ugh--the .foreman. He cannot bypass the fc l e
with th'e production manager. Informal cmnmca’trlam1
-thé official channel. It allows any indi'vidlial to nc:en\fe,;l
t having to bother about the

«»of Communication
ortance of communication is explained below: :

s in planning — Communication helps to prepare better plans for the
orise. The views and suggestions of the employees, clients,

. ' suppliers’
received and the same are incorporated in the enterpri

se plans.

Sage | for decision-making - The information necessary for decision-
1S is ng is made available through proper communication. For example,a R
rget decision on production is made after receiving information from the stores |
thly " onthe stock of materials available and from the marketing department on
htty the extent of demand.

.. 3 Facilitates delegation — Delegation of authority by a superior to his
1)&"’: subordinates will not be possible without proper communication. The

- superior must first of all assign work to his subordinates and give them
g wﬁe requisite authority to carry out their duties. This cannot be done

without effective communication.

>

tion ates effective leadership — As a leader, the manager will be able to
s of his subordinates well only through proper communication. When
ver rdinates have work-related problems, they have to necessarily
are ¢h their superior for assistance. If the manager is a man of few

#e will not be able to offer much help.

motivate — Assignment of work and delegation of authority alone
€ enough to get things done by the subordinates. They need to
Y motivated to perform well. It is the duty of th.e mz'mager to
0d instigate their subordinates to do their best. This will not be
10Ut proper communication. .
lination — Although the activities performed bj dlfferglﬁ T
d ents are different, they are directed towaxds e i
rise goal. It is, therefore, necessary that e



v

Based on Flow of Direction ~ Based on Method used

| |
o B A e

Upward Downward Sideward Oral  Written  Gestural

Figure 15.1 - Types of Communication

 outcome of formal organisation. It follows the hierarchy. Policy
orders, circulars, notices, etc., are some of the examples of formal
ation. Certain circulars may be sent to the heads of departments alone

may be sent to all the employees of the concern. Certain notices may

wation that officially reaches an employee is known as formal

the hierarchy (the scalar chain).




efore every manager is to secure opy
ates. The perforrnance Of thes
ability to work and the extent to Wik bt
_ .of inducing and instigating the-sﬁbofg AN,
vation is influenced significantly by the ne.e:d; al;lfp

ch these have been fulfilled. To moti
; tivate i
_therefore, understand their needs. vatethe subgidiy

.;|_ L * = 9 .
motivation has bt?en derived from the word ‘motive’. Motive is the
ant or desire that induces a person to work. "
of Motivation
pllowing are some of the important definitions of motivation given by
A1T] ent thjnkel‘s

1

on means a process of stimulating people to action to accomplish
goals - W.G. Scott.
thing that moves the person to action and continues him in the
arse of action already initiated — Robert Dubin.

"

plivation is the process of attempting to influence others to do your
through the possibility of gain or reward — Edwin B. Flippo.

tivation is a general inspirational process which gets the members of

ive their loyalty to the group

d and generally to play an

ieam to pull their weight effectively t0 8
rtaken e ElFth Bl'e('rh.

. :_ out pI'Operly the tasks that they accepte

Ve part in the job that the group has unde )
gtion refers to the way in which urges, drives, desires, %lebt;?ﬂs* 2
orneeds direct, control of explain the behaviour of human & ings k-

on is the proces

above definitions that motivati

among the subordinates SO

that they wo
/e the goals of the enterprise-.



ial incentives involve money payments by the employer - either directly
tly. Higher wages and salaries, bonus, profit-sharing, commission
grement etc., are direct financial incentives. Provision of high quality ﬁmnture’

dised food, separate telephone, air-conditioner,
iples of indirect financial incentives.

water cooler etc., are

- Non-financial incentives do not involve money payments. These are also
iportant in motivating employees. These are:
- L. Job security — Nothing can motivate a worker, appointed temporarily,
- better than provision of job security. Even if a temporary worker puts in
- greater efforts, lack of job security will always pose a threat. If such a
| Worker is given job security, he will be ever grateful to the management.
« Chg llﬁnging work — Workers, who are dynamic in nature, do not shf)w
eference for routine jobs. They are always ready to accept Chﬂ“engltflllg
nments. It is, therefore, the duty of the employer, to understand the
ities of every individual in the organisa.tion and accqrd_n_lﬁ y:S:;;Siz
M Work. If a conservative person is given a job that‘requlrgsn prgpery
ch, he may not have any motivation to ake N it
dynamic person is given a routine job, he o % ;

It is important that the employer recogzlées
appreciation from him would motivaie =50 7
‘ el of performance or do even




e is involvement in certain crucial degigi

.
ac

1
» viewpoints may be secured before making the |
should avoid unilateral decisions on gy

T A . —mmanagemmmmumge:hﬁa]ﬂly §) n;-‘_g,{, 2
 the employees. This would, certainly, motivate them to pr
|  capabilities. The management can also rank the employees accs
'r ~ performance. Such of those employees who have performed
~ maybe given merit certificates.
Job rotation — By job rotation we mean that the employees will be €
to different kinds of job. This certainly would break the mon
: employees. For example, in a bank an employee may work inthe S
U8 Bank Section for sometime after which he may be posted to '
~ section. Such a change not only motivates the employee to perform¥
o ¢ but also prepares him to be versatile, ]
‘u r__ “M’fﬂ)ﬂ
¥, 'f M‘Y experts have developed
FEPEIArones are given below:
L Mo T,
| BOrS Xand Y Theories,

different theories on the concept of - f



d the first three (Physiological, Safety and Social Needs) as
and the remaining two (Self-actualisation and Esteem Needs)
eeds’ :

SELF -
ACTUALISATION

ESTEEM

SOCIAL

SAFETY

Figure 16.1 - Maslow's Hierarchy of Needs

‘needs — These are the primary or the bastl_;d’ dotl‘a);;
ustbe fulflled. These include, among 0TS, DO 50y
vital for the survival of mankind. adequately 10

atus when he is not able to earn aaet :

L




41, is the ability of a manager to induce subordinates to YO L“ Vi
Jence and zeal - Koontz and O’ Donneil. |

- hip is the ability of a superior to influence the behaviou
subordinates and persuade them to follow a particular course of ¢

 Leadership is the activity of influencing people to strive willingly fo
itz objectxves —George R. Terry,. 3
b y which an executive imaginatively dire
work of others in choosing and @

Cade'fShlplSthC. ;
mOrdel‘thItamthe esired |




approach any problem intellecually gy ol
. 4

gnce — A person cannot be a succe
If he has confidence in himself, ;;f:ll leader if he lacks self.

from anyone for his proposals. I1be able to overcome

.+ — The leader must foresee what is like
; | happen
 to visualise the future events and preparg ::i)s fouw;::gustbe

of judgement — The leader must be able to jud '
‘ : ge what
| S given CII‘CI.-imStanCCS. Only then he will be able to e:fo%\?:w
P Wﬂcal decisions. i
| (‘ Understanding — The lfzader must not always thrust his views on his
? followers. He must also listen to their viewpoints particularly while making
e P ., - b4 y lc
decision in a critical situation.
7 Mental courage - The leader must be capable of taking certain bold
decisions. For this he must have mental courage. He need not play safe

by just endorsing the decisions of others.

§ Capacity to motivate — Needless to say, the leader must be able to induce
and motivate his followers to work for the mission he has undertaken.

9 Ability to guide —The leader will be able to guide his followers in the
‘work process only if he himself is well versed in the actual work.

W Communication skills — Successful leaders are always known for the
communication skills. Such skills are essential to direct the followers 10
work for attaining the desired goal. Morcover, the leader will always be

able to defend himself if he possesses good communication ability.

i ":',i L Sociability - The leader should not be indifferent to the needs of his

i rmwel‘s As his followers work wholeheartedly for fulfilling his mission,

. theleader has the duty to reciprocate. If any follower has certain personal
blems, the leader must do his best t0 help him. The |eader must make

accessible to his followers. '
s robust physical bealt

sical health — The leader must possess THF
h, no doubt, is important, physical ﬁt&wﬂi i forhis
er has sound physical health, he and also

endurance. He will be able to travel extensive
hours only if he has good physical bealth




V 0 of the group.

bility - The leader becomes accountable or an:
actions but also for those of his followers.

ence to Value system — The leader must have certain values and
u\d must adhere and also make his followers adhere to the same
of Leadership Styles

> are the different kinds of leadership styles that have been

s
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ot us discuss each one in detail.

y .‘."

~ Anautocratic leader wants his subordinates to work in the manner he wants.
He tel ".3.«‘

» what they should do, where, when and how. He does not let his

vailable the resources

msoffer any suggestion. He specifies the goal, makes av

;,' s are enough and sets the deadline within which the subordinates
mplcte the task. The subordinates have

to report to him at
w the progress of work.

tic leadaer thinks that his followers are i
pel'formance from his subordinates,
., who performs as per the specifications 9
wlsmmls.toperfcmm1spum=’»h‘=‘~'LThe i
, suspension, transfer, demotion or & “"ﬂ'
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