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Unit 1: Introduction to Management
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1.2 Overview

Management is at the heart of every organized activity be it a business enterprise, a government
department, or a non-profit initiative. Wherever people, money, machines, and methods come
together, management is the force that brings order, direction, and purpose. Instead of allowing
these resources to remain scattered and underutilized, management aligns them towards
achieving meaningful goals and turning ideas into results.

Because organizations operate in a constantly changing world, management is not a rigid or
static process. It is flexible and responsive, adjusting to shifts in technology, markets, policies,
and human behavior. In this unit, you will explore the basic structure and meaning of
management, understand how it differs from administration, examine the long-standing question
of whether management is a science or an art, learn the fundamental principles that guide
managerial practice, and study the landmark contributions of early thinkers who laid the
foundation for modern management theory.



1.3 Learning Objectives

1. Gain clarity on what management means and identify its key characteristics.

2. Distinguish clearly between the concepts of administration and management.

3. Analyse and form a view on whether management should be considered a science, an art,
or a combination of both.

4. Describe the major principles of management and appreciate their nature and relevance.

5. Examine how management principles apply universally to different types of
organizations and situations.

6. Understand the functional perspective of management and identify the various levels at
which managers operate.

7. Explore and appreciate the contributions of classical management thinkers and early

pioneers who shaped modern management.
1.4 Definition of Management

Management is the process of creating and sustaining a work environment where people
collaborate in groups to achieve chosen goals effectively. It focuses on guiding and coordinating
tasks, people, and resources so that organizational objectives are reached in an efficient and

organized manner.

"Management is the process of designing and maintaining an environment in which

individuals, working together in groups, efficiently accomplish selected aims."
-Harold Koontz and Heinz Weihrich

"Management is the art of knowing what you want to do and then seeing that it is done in

the best and cheapest way."
-F.W. Taylor

"Management is the art of getting things done through people."



-Mary Parker Follett

1.5 Features of Management

1. It focuses on achieving the organization’s goals in an effective and efficient manner.

2. ltexists in all types of organizations, irrespective of their size, nature, or purpose.

3. It covers multiple aspects, including managing tasks, guiding people, and overseeing
operations.

4. ltisa continuous process made up of a series of interrelated functions.

5. Itis carried out through the coordinated efforts of a group of individuals, not by one
person alone.

6. Itis flexible and adjusts to changes in both the internal and external environment of the
organization.

7. Itis not visible as a physical activity, but its influence is evident through the achievement

of objectives and the satisfaction of employees.

1.6 Administration Vs. Management

Basis Administration Management
Definition It involves laying down the basic | It involves executing the policies and
framework and policies. directing operations.
Nature Determinative Executive
Scope Broader, includes planning and | Narrower, includes actual execution
organizing
Level Top-level function Middle and lower-level function
Authority Often associated with | Managers or departmental heads
government, owners, or board
Focus Strategic Operational




1.7 Management: A Science or an Art

Management is both a science (systematic knowledge) and an art (practical application).
1.7.1 Management as an Art

Art is characterized by the application of personal skills, creativity, intuition, and experience. It

involves using knowledge to achieve desired outcomes through personal judgment and creativity.
Characteristics of Management as an Art:
1. Personal Skills and Creativity:

Managers often rely on their personal skills and creativity to solve problems,
motivate employees, and make decisions. Each manager may approach a situation

differently based on their unique style and experience.
2. Intuitive Decision-Making:

Intuition plays a significant role in management. Managers frequently make
decisions based on their gut feelings, experiences, and insights that cannot always

be explained scientifically.
3. Personalized Approach:

Just as artists have individual styles, managers have personal approaches to
leadership and management. These approaches can vary widely from one

manager to another.

4. Adaptability and Flexibility:



Management requires adaptability to changing situations and environments.
Effective managers can flexibly adjust their strategies and tactics as circumstances

change.
Examples of Management as an Art:

e A manager devising a unique motivational strategy for their team based on personal
interactions and understanding of each team member’s needs.

o Crafting a compelling vision for the future that inspires and engages employees.
1.7.2 Management as a Science

Science is characterized by systematic knowledge, principles, theories, and laws that can be

tested and applied universally. It relies on empirical evidence, objectivity, and replicable results.
Characteristics of Management as a Science:
1. Systematic Knowledge:

Management has a well-defined body of knowledge comprising theories,
principles, and frameworks that guide managerial practices. This knowledge is

derived from research and empirical studies.

2. Principles and Theories:

There are established management principles and theories, such as Maslow's
Hierarchy of Needs, Herzberg's Two-Factor Theory, and Fayol's Principles of

Management, that provide scientific guidelines for managing organizations.
3. Objective Analysis:

Managers use data and objective analysis to make decisions. This involves the use

of statistical tools, performance metrics, and other quantitative methods.

4. Replicability:



Scientific management principles can be applied consistently across different
situations, yielding similar results. For example, the principles of time and motion
studies by Frederick Taylor can be replicated to improve efficiency in various

settings.
Examples of Management as a Science:

e Using quantitative analysis to forecast sales and set production schedules.
o Applying statistical methods
o Feature of Management

Sum up

e As a Science: Management has an organized body of knowledge, and principles
developed through observation and experimentation. Techniques such as time and motion
studies, forecasting, and cost control are scientific.

e As an Art: Management requires personal skills, intuition, judgment, and creativity.
Managers need to apply their knowledge with finesse to motivate people and handle
situations.

e« As a Profession: Management also exhibits characteristics of a profession, like
specialized knowledge, formal education, and ethical standards, though it may not fully

qualify as a profession.

To sum up, management does not fit neatly into a single label. It relies on systematic
principles and proven techniques, much like a science, yet it also calls for creativity, sound
judgment, and strong people skills, which are the hallmarks of an art. Alongside these,
management increasingly shows the features of a profession, emphasizing specialized
learning, expertise, and adherence to ethical standards. Thus, management is best viewed as a
thoughtful blend of science, art, and profession, where sound theory, practical ability, and a
sense of responsibility work together to achieve organizational goals.

1.8 Management Principles and Their Nature

Management principles are fundamental truths derived from experience and research that guide

managerial actions.



1. Management principles are universal in nature and can be applied in different types of
organizations, irrespective of their size, sector, or purpose.

2. These principles are flexible and can be modified or adapted according to the specific
needs, circumstances, and challenges of a situation.

3. They have a strong behavioral dimension, as they focus on human relationships,
interactions, and the way people work together within an organization.

4. Management principles are also contingent, meaning their application and effectiveness

depend on the prevailing conditions, environment, and context in which they are used.

1.9 Functional Approach & Levels of Management

1.9.1 Functions of Management:

Management

| |
| | | | | | | | |

planning organizing staffing directing controlling

1.9.1.1 Planning

Planning is the foundation of all managerial functions. It involves deciding in advance what needs to
be done and how it should be done to achieve the desired objectives. In simple terms, planning is a
systematic process of thinking about the actions, resources, and methods required to reach pre-set
goals. It ensures that both human and material resources are used efficiently. Planning is universal in

nature, requires intellectual effort, and helps reduce confusion, uncertainty, risks, and wastage

1.9.1.2 Organizing

Organizing is the process of arranging and coordinating physical, financial, and human resources
to accomplish organizational objectives. It involves creating a structure that defines roles,
responsibilities, and relationships among people and departments. Organizing includes:

o ldentifying the various activities to be performed



o Grouping similar activities together

e Assigning duties to individuals or teams

o Delegating authority and defining responsibilities

« Establishing coordination between authority and responsibility

Through organizing, an organization ensures that resources are properly allocated and that
people work together in a systematic and harmonious manner.

1.9.1.3 Staffing

Staffing focuses on ensuring that the organization has the right people in the right positions. It
involves obtaining, developing, and retaining competent employees to fill the roles defined in the
organizational structure. Staffing typically includes:

o Estimating manpower needs and planning for human resources
e Recruiting, selecting, and placing suitable candidates

« Providing training and development opportunities

o Deciding fair and appropriate remuneration

« Evaluating employee performance

e Managing promotions, transfers, and career growth

The ultimate aim of staffing is to match job requirements with the skills and abilities of
individuals.

1.9.1.4 Directing

Directing is the managerial function that guides and inspires employees to work effectively
toward organizational goals. It is concerned with influencing and leading people so that they
willingly and efficiently carry out their responsibilities. Directing includes:

e Supervision — overseeing the work of subordinates

e Motivation — encouraging employees to perform at their best

e Leadership — providing direction, vision, and support

e Communication — ensuring clear and timely exchange of information

Through directing, managers translate plans into action by energizing and guiding their teams.

1.9.1.5 Controlling

Controlling is the process of monitoring and evaluating organizational activities to ensure that
actual performance aligns with planned goals and standards. It involves setting performance
benchmarks, measuring actual results, and taking corrective steps when deviations are found.
The main steps in controlling are:

a. Setting performance standards

b. Measuring actual performance



c. Comparing actual performance with standards and identifying deviations
d. Taking corrective action to address problems and improve future performance

An effective control system helps the organization stay on track, maintain discipline, and achieve
its objectives efficiently.

Short Note:

Planning: Deciding what to do in advance.

Organizing: Creating a structure of roles and responsibilities.
Staffing: Recruiting, selecting, and training employees.
Directing: Leading and motivating employees.
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Controlling: Measuring actual performance and taking corrective action.

1.9.2 Levels of Management:

executive coaching, change management,
|eadership, delegation& empowerment, etc

prablerm solving, team building,
talent development, performance management, eft.

emotional intelligence &
coaching for performance, efc.




1. Top-Level Management

This level consists of executives such as the Chief Executive Officer (CEO), Managing
Director (MD), and members of the Board of Directors. They are primarily responsible

for framing the organization’s long-term vision and making strategic decisions.

Responsibilities

Defining the overall goals, policies, and strategic direction of the organization.
Taking key decisions that influence the entire organization.

Overseeing and guiding the work of middle-level managers.

vV V VYV V

Acting as representatives of the organization to government bodies, investors, and

other external stakeholders.

2. Middle-Level Management
This category includes departmental heads, divisional managers, and branch managers. They
serve as a link between top management and lower-level management and are mainly

responsible for translating strategic plans into actionable programs.

Responsibilities

Implementing the policies and plans formulated by top management.
Coordinating activities within their department and with other departments.

Leading, guiding, and motivating lower-level managers and supervisors.

vV V VY VYV

Communicating performance reports, issues, and feedback to top management.

3. Lower-Level Management
Lower-level management comprises supervisors, foremen, and frontline managers. They are

directly involved with workers and focus on executing day-to-day activities.

Responsibilities
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Supervising and directing the work of operational employees.
Ensuring that daily tasks are carried out efficiently and on time.
Reporting operational problems and progress to middle-level management.

Maintaining discipline, productivity, and quality at the shop-floor or operational

level.

1.10 Pioneers of Management Thoughts

1.10.1 Frederick W. Taylor — Father of Scientific Management

Taylor is widely known as the pioneer of scientific management. His ideas transformed factory

operations and laid the foundation for modern industrial engineering.

Key Approaches in Scientific Management

e Time and Motion Studies: Taylor carefully observed work processes, broke tasks into

smaller steps, and identified the most efficient ways to perform them.

o Standardization: He introduced standardized tools, methods, and procedures to ensure

consistent and improved productivity.

o Piece-Rate Wage System: Taylor proposed a differential piece-rate system in which

efficient workers earn higher wages as an incentive for increased output.

e Principles of Scientific Management:

1.

2
3.
4

Develop a scientific method for every job or task.
Select and train workers scientifically rather than through outdated practices.
Encourage close cooperation between workers and management.

Clearly divide work and responsibilities between managers and employees.



1.10.2 Henri Fayol (1841-1925) — Father of Administrative Management

Henri Fayol emphasized the importance of administrative skills for managers and offered a

comprehensive framework for managing organizations. His principles are a cornerstone of

classical management theory.

Fourteen Principles of Administrative Management

1.

10.

11.
12.

13.

Division of Work: Specialization helps individuals gain expertise, thereby improving
efficiency.

Authority and Responsibility: Managers need authority to issue instructions and must
accept responsibility for results.

Discipline: Employees should respect rules and agreements; discipline depends on
effective leadership.

Unity of Command: Each employee should receive directions from only one superior to
avoid confusion.

Unity of Direction: Activities with similar goals should be grouped and led by a single
plan and leader.

Subordination of Individual Interest: Organizational interests must take precedence
over personal interests.

Remuneration: Employees should be compensated fairly and equitably.
Centralization: The extent of centralized authority should suit the needs of the
organization; balance is essential.

Scalar Chain: A clear line of authority from top to bottom should be maintained.
Order: Resources—both people and materials—must be in the right place at the right
time.

Equity: Managers should treat employees fairly and kindly to encourage loyalty.
Stability of Tenure: Reducing turnover improves efficiency; job security supports better
performance.

Initiative: Employees should be encouraged to think creatively and contribute ideas.



14. Esprit de Corps: Building team spirit promotes unity, cooperation, and organizational

harmony.

1.10.3 Elton Mayo (1880-1949) — Founder of the Human Relations Movement

Elton Mayo’s Hawthorne Experiments are actually a series of studies, not just one experiment.
They were conducted at the Hawthorne plant of the Western Electric Company in Chicago
between 1924 and 1932. These studies gradually revealed that workers are not motivated by

money and physical conditions alone, but also by social and psychological factors.
1.10.3.1 Hawthorne Experiments

The Hawthorne Studies were carried out in several phases. Each phase looked at how different
changes at the workplace affected workers’ performance.

IHlumination Experiments

In the first phase, researchers tested whether changes in lighting (illumination) would affect
worker productivity.

> One group of workers was given better lighting, while the other group’s lighting was kept
constant.

> Surprisingly, productivity increased in both groups—even when the lighting was later
reduced.

Relay Assembly Test Room

In the second phase, a small group of female workers was moved to a separate room to assemble
telephone relays.

Researchers changed several factors over time, such as:

Working hours and rest breaks
Length of the workday and workweek
Free lunch, snacks or refreshments
Wage incentives

YV V VYV V

At almost every stage, productivity went up, even when conditions reverted to earlier settings.



Bank Wiring Observation Room

In another phase, a group of male workers in the wiring department was observed over a period
of time without changing physical conditions.

What researchers found was interesting:

e The group set its own informal production standards (a “fair day’s work”).
e Workers who produced too much (rate-busters) were pressured to slow down.
e Workers who produced too little (shirkers) were pushed to speed up.

1.10.4 Mary Parker Follett (1868—-1933) — Mother of Modern Management

Follett’s ideas on leadership, empowerment, and conflict resolution were far ahead of her time.
She championed the behavioral and participatory approach to management.

> Power With, Not Power Over: She encouraged shared power and collaborative decision-
making rather than domination.

> Role of Groups: She stressed that individuals work best within cooperative group
settings.

> Conflict Resolution: Advocated resolving conflicts through integration—finding
solutions that satisfy all parties.

1.10.5 Chester Barnard (1886-1961)

Barnard is recognized for blending classical and behavioral approaches and for introducing
systems thinking into management.

» Organization as a System: Viewed organizations as systems composed of consciously
coordinated activities.

» Zone of Indifference: Suggested that employees accept orders willingly as long as they
fall within a range they consider reasonable.

» Functions of the Executive:

1. Maintaining an effective communication system
2. Ensuring essential services and cooperation
3. Formulating organizational goals and purpose

1.10.6 Douglas McGregor (1906-1964)

McGregor’s theories significantly influenced modern HRM, motivation practices, and leadership
styles.

> Theory X: Proposes that employees dislike work, avoid responsibility, and require strict
supervision.



> Theory Y: Suggests employees are self-motivated, enjoy responsibility, and seek
opportunities for growth.
> He encouraged managers to adopt the Theory Y perspective for a more participative,
empowering, and growth-oriented environment.

Name Time Key Theory/Approach Significance
Period Contribution
F.W. Taylor | 1856— | Time & motion | Scientific Management | Introduced systematic study of
1915 studies; work and productivity
efficiency focus
Henri Fayol | 1841- 14 Principles of | Administrative Theory | First to identify functions of
1925 Management management
Elton Mayo | 1880- Hawthorne Human Relations | Emphasized social factors and
1949 Experiments Movement employee morale
Mary 1868— Participative Behavioral Advocated teamwork,
Parker 1933 decision-making | Management collaboration, and democratic
Follett leadership
Chester 1886— Cooperative Organizational Theory | Defined organizations as
Barnard 1961 systems; cooperative systems, stressed
executive communication
functions
Douglas 1906— | Theory X and | Motivation Theory /| Proposed contrasting views of
McGregor 1964 Theory Y Human Relations workers that shaped
leadership and motivation
style

1.11 ROLES OF MANAGER

Henry Mintzberg identified ten different roles, separated into three categories.

The categories he defined are as follows




1.11.1 Interpersonal Roles
These roles involve interaction with people and performing formal or ceremonial duties.

> Leader — Involves guiding, motivating, and developing employees, including staffing,
training, and related responsibilities.

> Figurehead — Refers to acting as the symbolic representative of the organization at
formal events and official functions.

> Liaison — Involves building and maintaining a network of contacts inside and outside the

organization to facilitate communication and coordination.

1.11.2 Informational Roles

These roles are connected with obtaining, processing, and sharing information.

sFigurehead
INTERPERSONAL sLeader
+Liaision

*MORITor
INFORMATIONAL *Disseminator
*Spokesperson

DECISIONAL c ce Allocator
pance nandle

» Monitor — Involves actively seeking and receiving information to understand the
organization and its environment.

» Disseminator — Refers to passing important internal and external information to
subordinates and team members within the organization.

» Spokesperson — Involves conveying the organization’s plans, policies, performance, and

actions to external parties.

1.11.3 Decisional Roles

These roles center on making choices and solving problems.



> Entrepreneur — Involves identifying opportunities, initiating change, and driving
innovation within the organization.

> Negotiator — Refers to representing the organization in key negotiations with other
parties.

> Resource Allocator — Involves deciding how organizational resources such as funds,
people, and equipment are distributed.

> Disturbance Handler — Refers to taking corrective action when unexpected problems,

conflicts, or crises arise.

1.12 Skills Required for Managers

1.12.1 Technical Skills

Technical skills refer to the knowledge and expertise a manager possesses in a specific field or
discipline. They involve the ability to use tools, techniques, and procedures related to a particular
area of work. For instance, a manager may have technical skills in areas such as accounting,
finance, engineering, production, information technology, or computer science. These skills help
managers understand the job tasks of their team and guide them effectively.

1.12.2 Human Skills

Human skills relate to a manager’s capacity to work effectively with people. This includes the
ability to communicate, motivate, and build positive relationships with individuals and groups. A
manager with strong human skills can collaborate well as a team member and also lead others to
achieve organizational goals. Such skills help in resolving conflicts, encouraging teamwork, and
getting work done through others in a cooperative manner.

1.12.3 Conceptual Skills

Conceptual skills involve the ability to see the organization as an integrated whole. Managers
with strong conceptual skills can understand how different departments and functions are
interrelated and how changes in one part affect the others. They can also perceive how the
organization fits into its larger environment, including the industry, community, and global
context. When combined with technical and human skills, along with a solid knowledge base,

conceptual skills significantly contribute to improved organizational performance.

1.12.4 Design Skills



Design skills refer to the manager’s ability to identify problems and develop effective solutions
that are beneficial to the organization. Managers must be able to analyze situations, think
creatively, and design systems, processes, or strategies that address issues in a practical and
efficient manner. These skills help in improving operations, enhancing productivity, and
supporting organizational growth.

1.13 Current Trends and Issues in Management

Management practices are continuously changing to meet new challenges and seize
emerging opportunities. Some of the key contemporary trends and issues in management are

outlined below:

1.13.1 Digital Transformation and Technology Integration

Digital transformation refers to the adoption and integration of digital technologies into all areas

of business. It changes how organizations function, compete, and deliver value to customers.

Trends:

> Artificial Intelligence (Al) and Machine Learning: Used for forecasting trends,
automating customer interactions (such as chatbots), and supporting better, data-based
decision making.

> Internet of Things (1oT): Connected devices provide real-time information, improve
operational efficiency, and support innovative business models.

> Blockchain: Applied for secure transactions, transparent supply chains, and building

greater trust among stakeholders.

Issues:

> Cybersecurity: Safeguarding sensitive information and systems from hacking, data

breaches, and other cyber threats.



> Digital Skill Gap: Ensuring employees have the necessary digital competencies to use

new technologies effectively.

1.13.2 Remote Work and Hybrid Work Models

There is a growing shift towards flexible work arrangements, where employees may work

fully remotely or follow a hybrid model combining office and remote work.
Trends:

> Hybrid Work Environments: Organizations are designing work policies that balance

flexibility with collaboration and productivity.

» Virtual Collaboration Tools: Platforms like Zoom, Microsoft Teams, and Slack are

widely used to support communication, meetings, and teamwork across locations.
Issues:

> Maintaining Employee Engagement: Keeping remote and hybrid employees motivated,

connected, and involved in organizational activities.

> Work-Life Balance: Helping employees manage boundaries between professional

responsibilities and personal life to avoid burnout.

1.13.3 Diversity, Equity, and Inclusion (DEI)

Organizations are placing greater emphasis on building workplaces that are diverse, fair, and

inclusive, where individuals from different backgrounds feel valued and respected.

Trends:

> Inclusive Hiring Practices: Implementing recruitment and selection methods that attract

and retain talent from varied demographic and social groups.



> Unconscious Bias Training: Conducting training programs to create awareness about

hidden biases and reduce their impact on decisions.

Issues:

> Measurement and Accountability: Developing clear indicators to evaluate DEI
initiatives and ensuring leaders are responsible for outcomes.
> Cultural Integration: Enabling diverse employees to work together harmoniously while

acknowledging and appreciating cultural differences.

1.13.4 Sustainability and Corporate Social Responsibility (CSR)

Businesses increasingly recognize that they have responsibilities not only to shareholders, but

also to society and the environment.

Trends:

> Environmental Sustainability: Adopting eco-friendly practices such as reducing
emissions, using renewable energy, conserving resources, and encouraging recycling.
> Social Impact Initiatives: Engaging in activities that support community development,

ethical conduct, and social welfare.

Issues:

> Balancing Profit and Purpose: Managing the trade-off between financial performance
and long-term social and environmental goals.

> Transparency and Reporting: Providing honest, accurate, and regular disclosures about

sustainability and CSR efforts.



1.13.5 Agile Management Practices

Agile management focuses on flexibility, quick responses to change, and delivering value to

customers through iterative and collaborative approaches.

Trends:

> Scrum and Kanban: Widely used agile frameworks for organizing projects, managing
workflows, and improving team productivity.
> Continuous Improvement: Encouraging a mindset where processes, products, and

services are regularly reviewed and refined.

Issues:

> Agile Transformation Challenges: Handling the shift from traditional, rigid structures
to agile, adaptive ways of working.
> Consistency and Alignment: Ensuring that agile practices are in tune with the

organization’s overall mission, vision, and strategy.

1.13.6 Employee Well-Being and Mental Health

Employee well-being is now seen as a key factor in organizational effectiveness, influencing

performance, retention, and culture.
Trends:

> Wellness Programs: Initiatives that support physical health, emotional resilience, and
overall well-being, such as fitness activities, counseling, and stress management
programs.

> Mental Health Support: Providing professional help, helplines, employee assistance
programs, and supportive policies to help employees cope with stress and mental health

concerns.

Issues:



> Stigma Reduction: Addressing negative attitudes and misconceptions about mental
health so that employees feel comfortable seeking help.
> Resource Allocation: Ensuring that sufficient funds, time, and personnel are dedicated to

well-being initiatives.

1.13.7 Data-Driven Decision Making

Managers increasingly rely on data and analytics to guide decisions rather than depending only

on intuition or experience.
Trends:

> Big Data: Using large and complex datasets to understand patterns, predict outcomes,
and make strategic choices.
> Business Intelligence Tools: Applying software such as Tableau, Power Bl, and similar

tools to visualize data, generate reports, and support informed decision making.
Issues:

> Data Quality and Privacy: Ensuring that data is accurate, reliable, and collected
ethically, while protecting individual privacy.
> Analytical Skills: Developing managers’ and employees’ ability to interpret data

correctly and translate insights into effective action.

1.14 Check Your Progress

Define management and explain its key features.
How does administration differ from management?

Discuss the scientific and artistic aspects of management.

A

State and explain five principles of Henri Fayol.



5. What is the functional approach to management?
6. Describe the three levels of management.
7. Explain the contributions of F.W. Taylor and Elton Mayo.

1.15 Let Us Sum Up

In this unit, we discussed the meaning and definition of management and identified its key
features, such as goal orientation, group activity, universality, and continuity. We then compared
administration and management, noting how administration focuses more on policy formulation

while management is concerned with policy implementation and day-to-day operations.

We examined the question “Is management a science or an art?”, and understood that it has the
characteristics of both: a systematic body of knowledge like science, and the need for creativity,
judgment, and skill like art. We also studied management principles, their nature, and the idea of
the universality of management principles, seeing how they apply across different types of

organisations and situations.

Further, we looked at the functional approach to management and the levels of management is
top, middle, and lower along with their roles and responsibilities. Finally, we revisited the ideas
of the pioneers of modern management:

F.W. Taylor — Scientific Management

Henry Fayol — Administrative principles

Elton Mayo — Human relations approach

M.P. Follett — Coordination and participative management

Chester Barnard — Cooperative systems and authority

Douglas McGregor — Theory X and Theory Y

1.16 Glossary

e Planning: The process of setting objectives and deciding how to achieve them.

e Organizing: Arranging resources and tasks to achieve objectives.



e Authority: The right to give orders and expect compliance.

o Motivation: Encouraging employees to work effectively.

« Scientific Management: A theory promoting efficiency based on scientific analysis of
work.

o Esprit de Corps: A feeling of pride and mutual loyalty shared by the members of a
group.

1.17 Answer to check your progress

1. Define management and explain its key features.

Management is the process of planning, organizing, leading, and controlling resources to
achieve organizational goals efficiently and effectively.

2. How does administration differ from management?

Administration involves setting policies and strategic planning, mainly by top-level
authorities.
Management involves implementing those policies through organizing, directing, and

coordinating operations.

3. Discuss the scientific and artistic aspects of management.
Management is a science because it relies on systematic knowledge, principles, and
analysis. It is an art because it requires creativity, judgment, and interpersonal skills to

apply that knowledge effectively.

4. State and explain five principles of Henri Fayol.

Division of Work: Specialization increases efficiency.



Authority and Responsibility: Managers need the right to give orders and be held

accountable.

Discipline: Respect for rules and agreements.

Unity of Command: One superior per employee to avoid confusion.
Remuneration: Fair pay for employees boosts satisfaction and loyalty.

5. What is the functional approach to management?

It refers to breaking down management into key functions: planning, organizing, staffing,

directing, and controlling, to achieve organizational goals.

6. Describe the three levels of management.
Top-Level: Strategic decisions (e.g., CEOs).
Middle-Level: Departmental execution and coordination.
Lower-Level: Supervision of daily operations.

7. Explain the contributions of F.W. Taylor and Elton Mayo.

Taylor: Introduced Scientific Management and time-motion studies to improve

efficiency.

Mayo: Led the Hawthorne Studies, highlighting the importance of human relations and

employee morale in productivity.

1.18 Suggested Reading

1. Koontz, H., & Weihrich, H. (2010). Essentials of Management. McGraw-Hill.



Robbins, S. P., & Coulter, M. (2019). Management. Pearson Education.
Fayol, H. (1949). General and Industrial Management.

Taylor, F.W. (1911). The Principles of Scientific Management.
Drucker, P.F. (2007). The Practice of Management.
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Unit 2: Planning and Decision Making
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2.2 Overview

Planning and decision-making are foundational managerial functions that determine the course
of action for achieving organizational goals. Planning sets objectives and outlines steps to
achieve them, while decision-making involves selecting the best option among alternatives. This

unit explores planning in depth—its types, processes, and tools—and also explains decision-

making and its various forms.

2.3 Learning Objectives

Define planning and list its characteristics.



Understand and describe the planning process.

Identify various types of plans.

Explain objectives and the concept of M.B.O.

Differentiate between policies, procedures, methods, and rules.
Discuss programmes, schedules, and budgets.

Understand forecasting and its techniques.

Define decision-making and understand its nature and types.

Explain the process of decision-making.

2.4 Meaning, Characteristics and Importance of Planning

2.4.1 Meaning

Planning is deciding in advance and setting objectives that appropriate actions needed to

achieve those objectives.

2.4.2 Characteristics of Planning:

S A

Goal-Oriented: Focuses on achieving desired objectives.
Primary Function: Precedes other managerial functions.
Pervasive: Across all levels of management.

Continuous: Ongoing due to changes in environment.
Futuristic: Involves forecasting and getting ready for future.

Decision-Making Activity: Requires choice among alternatives.

2.4.3 Importance of Planning

Provides Direction: Planning gives direction to the efforts of the organization by setting
clear objectives and guidelines on how to achieve them.

Reduces Uncertainty: By forecasting future conditions and outlining potential actions,
planning helps in minimizing uncertainties and risks.

Facilitates Decision-Making: It provides a framework for decision-making by offering

various alternatives and their potential outcomes.



4. Improves Efficiency: Planning helps in the optimal utilization of resources, reducing
waste and redundancy.
5. Sets Standards for Control: It establishes benchmarks for performance, making it easier

to measure and control organizational activities.
2.5 Planning Process

A logical and systematic process ensures effective planning.

Planning Process

Establishment of objectives
Developing premises

3
B

Evaluating and selection of alternatives

Formulating derivative plans

B
¥
¥

Securing cooperation and participation
Review and follow up

2.5.1. Establishment of Objectives

Objectives are the specific results an organization or individual aims to achieve within a given

timeframe. They provide direction and a benchmark for measuring success.



2.5.2. Developing Premises (Assumptions about the Future)

This step involves identify the factors that will affect planning. These assumptions could relate to
market trends, economic conditions, competitor actions, technological advancements,
regulations, etc. Plans are based on what we think the future holds. Inaccurate assumptions can

lead to poor decisions.
e Types of premises:

> Internal (e.g., available resources, employee skills)

> External (e.g., inflation rates, industry regulations)
2.5.3. Identifying, Evaluating and Selection of Alternatives

2.5.3.1 Identifying Alternatives
I tis listing out all possible options or strategies that could help in achieving the set objectives.
2.5.3.2 Evaluating Alternatives

The criteria for evaluating each alternative will be based on cost, feasibility, resources required,

risks, and alignment with objectives.
2.5.3.3 Selecting the Best Alternative

After evaluating all options, the most appropriate alternative is selected the one that offers the

greatest benefit with the least risk and aligns best with the objectives.

2.5.6. Formulating Derivative Plan

This is the action phase, where the chosen plan is put into motion. Even a perfect plan fails

without proper execution.



2.5.7. Review and Follow up

This step involves chasing the progress of the plan to ensure it is moving in the right direction
and making adjustments if needed. Conditions change, and assumptions might not hold true.
Continuous monitoring ensures timely interventions. This includes setting key performance

indicators (KPIs), conducting regular reviews, and feedback loops.
2.6 Types of Plans

2.6.1. Strategic Plans

Strategic plans are long-term, organization-wide plans that define the overall direction and future
course of the organization. They are formulated by top-level management such as the Board of
Directors, Chief Executive Officer (CEQO), or Managing Director.

These plans focus on setting long-term goals, identifying key priorities, and allocating major
resources to achieve sustainable growth and competitive advantage.

They usually cover a time span of five to ten years and serve as a framework for all other plans
within the organization.

Strategic plans address questions such as:

> What is the organization’s mission and vision?
> What markets should it enter or exit?

> How should it position itself in a competitive environment?
Examples:

e Expanding into international markets.
e Launching a new product line across the country.

e Adopting a digital transformation strategy for all business units.
Key Features:

o Long-term perspective.

o Broad in scope, covering the entire organization.



» Focus on achieving strategic goals and ensuring organizational sustainability.

e Requires analysis of external environment and internal capabilities.

2.6.2. Tactical Plans

Tactical plans are medium-term plans designed to translate strategic goals into specific actions
for individual departments or divisions. These are generally prepared by middle-level
management, such as departmental heads or functional managers.

They typically cover a period of one to three years and focus on how to implement parts of the
strategic plan in their respective areas.

Tactical plans define departmental objectives, allocate resources, and set milestones to ensure

alignment with overall organizational strategy.
Examples:

e The marketing department preparing a one-year campaign to support the company’s
expansion strategy.
e The HR department developing a recruitment plan to support a new business project.

e The finance department creating a budget plan for the upcoming fiscal year.

Key Features:

e Medium-term orientation.
o Converts broad strategic objectives into actionable departmental tasks.
e Prepared by middle management for functional efficiency.

e Ensures coordination between different departments.

2.6.3. Operational Plans
Operational plans are short-term, highly specific plans that outline the day-to-day activities
required to achieve tactical and strategic goals. These plans are prepared by lower-level

management such as supervisors, team leaders, or line managers.



They generally cover a time span of up to one year or less, focusing on detailed procedures,
schedules, and standard operating routines.

Operational plans ensure that daily tasks are carried out efficiently and in accordance with
higher-level plans.

Examples:

e Preparing a weekly production schedule.
o Creating a daily sales target plan for the sales team.

o Developing a monthly maintenance plan for machinery.
Key Features:

e Short-term and action-oriented.
e Provides detailed instructions for daily operations.
e Focuses on implementation and control.

e Ensures that tactical goals are achieved on time through routine activities.

2.7 M.B.O. (Management by Objectives)

A strategic approach where objectives are defined collaboratively and progress is

regularly reviewed.

2.7.1 Steps in M.B.O.:
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. Setting Organizational Goals: The method initiates with top management establishing

clear and strategic organizational goals. These goals reflect the broader vision and
mission of the company and serve as the foundation for all subsequent objectives. They
must be specific, measurable, achievable, relevant, and time-bound (SMART) to guide
the entire organization effectively.

Defining Employee Objectives: Once the organizational goals are set, these are
cascaded down to departments and individual employees. Managers and employees work
together fix employee goal aligning with the organizational objectives. This collaborative
goal-setting ensures roles of individual and feels a sense of possession and accountability.
Monitoring Progress: After objectives are defined, continuous monitoring is essential to
ensure that work is progressing in the right direction. Managers track performance,
provide support, and address difficulties. Regular check-ins or progress reviews help

maintain momentum and allow for timely adjustments if necessary.



4. Performance Evaluation: An evaluation is conducted to assess how well the employee
met their objectives. This step involves relating actual results with the set goals to
determine success and identify areas of improvement. The evaluation should be based on
objective, pre-agreed criteria to ensure fairness and transparency.

5. Feedback and Performance Appraisal: The final step involves providing constructive
feedback to the employee. This includes discussing accomplishments, challenges faced,
and opportunities for growth. Based on the performance evaluation, decisions regarding
promotions, rewards, training needs, or even role adjustments may be made. This step
helps reinforce positive behavior, correct deviations, and encourage continuous

improvement.

2.7.2 Limitation of MBO:

1.

It imposes a burden of extra duty on the Managers, as MBO requires regular attention by
them.
It involves huge paper works. Hence, it is said to create more pile of papers in the

organisation and adds to the existing large amount of paper works.
The goals set out by MBO process are rigid. Emphases are put on short-term goal and the
long-term goals are neglected.

MBO stresses on quantitative goal while the other Aspect of quality are neglected.

MBO process is more time consuming in nature It fails if the Managers couldn't spare
adequate time required by the process.

MBO required to be integrated with other system of the organisation such as budgeting,
communication; control etc. changing of the current working system may disrupt the work
process and may cause other difficulties.

The process of MBO though simple but its application is difficult in dynamic environment.
The process of MBO to be successful requires a pretty long time more than a year or two.
This proves to a testing of patients for the Managers and on the process creates hurdle for the

current running process of the organisation.



2.8 Policies, Procedures, Methods, Rules

Term Description

Policies General guidelines for decision-making

Procedures Detailed steps for performing tasks

Methods Prescribed ways of doing a task efficiently

Rules Specific regulations that must be followed

2.9 Programmes, Schedules, and Budgets

> Programmes: Large-scale plans combining policies, procedures, objectives, and
resources.

> Schedules: Timetables for completing tasks.

> Budgets: Financial plans outlining expected income and expenses.
2.10 Forecasting: Elements and Techniques
Forecasting is the process of estimating future conditions to support planning.
2.10.1 Elements of Forecasting:
1. Identification of the Problem

This is the critical step in any decision-making or analytical process. It involves clearly
recognizing and defining the issue that needs to be addressed. A well-defined problem provides

direction for the entire process.

2. Data Collection



Once the problem is identified, the subsequent step is to gather relevant data. This includes both
quantitative and qualitative evidence that can provide insights into the nature and scope of the

problem.

Sources of data: Internal records, customer feedback, market research, industry reports,

surveys, and interviews.

Example: Collecting sales reports, customer complaints, competitor performance data,

and employee input.
3. Data Analysis

This involves examining the collected data to identify patterns, trends, and reason for the
problem. Various analytical tools and techniques (such as statistical analysis, SWOT, cause-and-

effect diagrams, or regression analysis) may be used.

Example: Data analysis found that sales declined due to a drop in customer satisfaction

related to product delivery delays.
4, Estimating Future Events

Based on the insights from the analysis, organizations try to forecast potential outcomes and
scenarios. This involves estimating how the problem might evolve and what impact different

solutions could have.

Example: Forecasting that if delivery systems aren’t improved, customer churn may

increase by 15% over the next quarter.

5. Review and Adjustment

After implementing a decision or plan, it’s important to evaluation and assess whether the

problem is being resolved. If the outcomes are not as expected, adjustments must be made.



Example: If a new logistics strategy doesn't reduce delays as planned, the company may

revise its supplier contracts or adopt new delivery technologies.

2.10.2 Techniques of Forecasting:
1. Qualitative Forecasting Techniques

a) Expert Opinion

This technique relies on the views of people who possess substantial experience or
specialised knowledge in a particular field or industry. It is especially useful when reliable past
data are not available, such as while introducing a new product or entering an unexplored
market. For instance, a technology firm planning to launch a new smartphone might seek inputs
from industry experts, market research analysts and senior engineers. Based on their professional
judgement and prior experience, these experts help estimate likely customer response and future

market demand.
b) Delphi Technique

The Delphi technique is a structured way of forecasting that involves a panel of experts
who answer questionnaires in several rounds. After each round, the responses are summarized
and shared with the group to refine their opinions. The process continues until a general
agreement is reached. For instance, a healthcare organization planning for future staffing needs
might use the Delphi technique to gather insights from hospital administrators, senior doctors,

and healthcare policy experts to forecast demand for medical staff over the next ten years.
2. Quantitative Forecasting Techniques

a) Trend Analysis

Trend analysis studies past data to identify patterns or trends over time, which can then be
used to forecast future outcomes. This technique is useful for forecasting data that shows
consistent patterns. For example, a retail company analyzing its sales data over the past five

years may notice a steady increase in online purchases. Based on this trend, the company can



forecast higher online sales in the upcoming years and plan to invest more in digital marketing

and e-commerce infrastructure.
b) Regression Analysis

Regression analysis understand how one factor effects another, using historical data. For
example, a business may observe that its sales increase when advertising expenses go up. By
analyzing past data, the company can estimate how future changes in advertising budgets might
affect sales performance. A soft drink company, for example, may find that summer promotions

significantly boosts sales, and it can use that insight to plan future campaigns.

c) Econometric Models

Econometric models are more complex and consider multiple variables that affect a
particular outcome. These models are used in economics and business forecasting. For example,
an automobile manufacturer might use an econometric model to forecast car sales by considering
variables such as fuel prices, consumer income, interest rates, and seasonal factors. If consumer
income is expected to rise and fuel prices are stable, the model may predict an increase in car

demand, helping the company plan production and inventory accordingly.
2.11 Decision-Making: Meaning, Nature, Types and Techniques
2.11.1 Definition
Decision-making is the method of choosing the best alternative to achieve a goal.
2.11.2 Nature:

e Continuous and pervasive
e Goal-oriented

e Involves rational analysis

2.11.3 Types of Decisions:



1. Strategic vs. Tactical vs. Operational Decisions

Strategic Decisions

Strategic decisions are long-term, high-impact choices made by top-level management.
They shape the overall direction, goals, and vision of the organization. These decisions involve
significant resources and carry considerable risk.

Example: A multinational company deciding to enter a new international market or invest in a

new technology platform is making a strategic decision.

Tactical Decisions
Tactical decisions are medium-term choices made by middle management to implement
strategic plans. These decisions focus on how to attain strategic goals through exact actions

Or processes.

Example: A marketing manager planning an advertising campaign for the launch of a new
product to support a company’s strategic goal of increasing market share is making a tactical

decision.
Operational Decisions

Operational decisions are routine, short-term decisions made by lower level managers or

supervisors. They deal with daily activities and are usually structured and repetitive.

Example: A store manager scheduling staff shifts or handling a customer complaint is making

an operational decision.

2. Programmed vs. Non-Programmed Decisions

Programmed Decisions



Programmed decisions are routine and repetitive, made according to established guidelines or

procedures. They often arise in structured situations where solutions are known.

Example: Approving standard expense reimbursements or restocking inventory when it reaches

a certain level are examples of programmed decisions.
Non-Programmed Decisions

Non-programmed decisions are unique, complex, and unstructured. These decisions require

judgment, creativity, and problem-solving skills, usually made in new or unexpected situations.

Example: Deciding how to respond to a major cybersecurity breach or selecting a new CEO for

the company are non-programmed decisions, as there are no fixed rules to follow.

3. Individual vs. Group Decisions

Individual Decisions
These are decisions made by a single person, often when the issue is simple, time-

sensitive, or falls under one person's area of responsibility.

Example: A department head deciding which employee to assign to a new project based on their

skills and workload is making an individual decision.

Group Decisions

Group decisions involve multiple persons, often from different departments or with various



expertise, collaborating to solve complex problems. This approach encourages diverse
perspectives but may take longer to reach a conclusion.

Example: A product development team working together to choose the final design of a new
product is making a group decision.

2.11. 4 Decision-Making Process
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1. Identifying the Problem
The decision-making process begins with clearly defining the problem. Unless the issue
is well understood, no decision can be truly effective. This step involves recognizing the
gap between the present situation and the expected or desired state. For example, if a
company experiences a decline in sales, it must first find out whether the root cause is
related to product quality, pricing, customer service, or changes in the market
environment.

2. Gathering Information
After pinpointing the problem, the next step is to collect relevant information. This may

include internal data such as financial statements, performance metrics, and employee



opinions, as well as external data like customer preferences, industry trends, and
competitor activities. The purpose is to build a clear picture of the situation so that
suitable solutions can be explored.

Identifying Alternatives

Once the problem is understood and information is collected, different possible courses
of action are developed. These alternatives represent various ways to solve the problem.
This may involve brainstorming with colleagues, consulting experts, or reviewing how
similar problems were handled in the past. For instance, to tackle declining sales, options
may include revising the pricing policy, enhancing product features, or designing a new
promotional strategy.

Evaluating Alternatives

In this stage, each proposed alternative is assessed against criteria such as cost, time,
resource requirements, feasibility, risks, and expected benefits. The strengths and
weaknesses of each option are weighed to identify which ones are realistic and
promising. Evaluation helps discard weak or impractical options and focus on those that
are more likely to succeed. For example, an expensive promotional campaign may be
attractive but may not be suitable if the organization has budget constraints.

Choosing the Best Alternative

After evaluation, the most appropriate alternative is selected. This is the option that most
effectively addresses the problem while offering maximum benefits with minimum
drawbacks. The chosen solution should be consistent with the organization’s objectives,
values, and resource availability. In some cases, a combination of alternatives may be
adopted to achieve better results.

Implementing the Decision

Once the decision is finalized, it must be carried out. Implementation involves preparing
an action plan, assigning responsibilities, allocating necessary resources, setting
deadlines, and ensuring that all concerned individuals understand what is expected of
them. Smooth communication and proper coordination are essential. For example, if the
decision is to introduce a new marketing campaign, implementation would include
creating promotional materials, selecting media channels, and briefing the marketing and

sales teams.



7. Reviewing the Decision
The last step is to evaluate the results of the decision after implementation. This means
checking whether the action taken has solved the problem and met the desired objectives.
If the outcomes are unsatisfactory, modifications or corrective measures may be required.
Reviewing the decision also provides learning for the future, helping managers refine

their decision-making skills and avoid repeating mistakes.
2.11.5 Decision-making techniques

Decision-making techniques are tools and methods used by individuals or groups to analyze
options, weigh alternatives, and make informed choices. Here are some commonly used
techniques:

2.11.5.1 Decision Matrix Analysis

Description: Decision matrix analysis involves creating a table that compares various options
based on multiple criteria. Each option is evaluated against each criterion, and scores or weights
are assigned to indicate their importance.

Steps:

o Identify decision criteria.

e Assign weights or scores to criteria based on importance.
o Evaluate each option against the criteria.

o Calculate the total score for each option.

e Choose the option with the highest score.

Example: Using a decision matrix to compare different job offers based on salary, benefits,
location, and career growth opportunities.

2.11.5.2 Cost-Benefit Analysis (CBA)

Description: Cost-benefit analysis evaluates the costs and benefits associated with different
alternatives to determine which option provides the most value. It helps in quantifying the
advantages and disadvantages of each option.

Steps:

« Identify costs and benefits associated with each option.

e Assign monetary values to costs and benefits.

e Calculate the net benefit (benefits minus costs) for each option.
e Choose the option with the highest net benefit.



Example: Assessing the cost and benefits of implementing a new technology system versus
maintaining the existing system.

2.11.5.3 SWOT Analysis

Description: SWOT analysis evaluates the Strengths, Weaknesses, Opportunities, and Threats
associated with a decision. It helps in understanding the internal and external factors that may
influence the decision.

Steps:

o Identify internal strengths and weaknesses.

o Identify external opportunities and threats.

e Analyze the relationship between internal and external factors.
e Use insights to inform decision making.

Example: Assessing the feasibility of launching a new product by analyzing the company's
strengths and weaknesses, as well as market opportunities and threats.

2.11.5.4 Pareto Analysis

Description: Pareto analysis, also known as the 80/20 rule, helps in prioritizing options by
focusing on the most significant factors. It identifies the few key factors that contribute to the
majority of the outcomes.

Steps:

o Identify factors contributing to the decision.
e Rank factors based on their impact or frequency.
e Focus on addressing the most critical factors first.

Example: Identifying the root causes of customer complaints by analyzing which issues occur
most frequently and addressing those first.

2.11.5.5 Decision Trees

Description: Decision trees are graphical representations of decision options and their potential
outcomes. They help in visualizing different choices and their consequences, especially in
situations with multiple decision points and uncertainties.

Steps:

« Identify decision options and potential outcomes.

e Assign probabilities to each outcome.

o Calculate the expected value for each option.

e Choose the option with the highest expected value.



Example: Using a decision tree to evaluate whether to invest in a new product line based on
market demand and potential profitability.

2.11.5.6 Six Thinking Hats

Description: Six Thinking Hats is a technique developed by Edward de Bono that involves
looking at a decision from different perspectives or "hats" to explore various viewpoints and
alternatives.

Hats:

e White Hat: Facts and information.

o Red Hat: Emotions and feelings.

o Black Hat: Caution and critical thinking.
e Yellow Hat: Optimism and positivity.

e Green Hat: Creativity and new ideas.

o Blue Hat: Process control and facilitation.

Example: Using the Red Hat to consider gut feelings and intuition when evaluating a decision.
2.11.5.7 Delphi Technique

Description: The Delphi Technique involves gathering input from a panel of experts through
multiple rounds of questionnaires or surveys. The responses are aggregated and iteratively
refined to reach a consensus.

Steps:

o Select a panel of experts.

o Pose a series of questions related to the decision.
e Collect and summarize responses anonymously.
e Share summaries with experts for further input.
 lterate until consensus is reached.

Example: Using the Delphi Technique to forecast future market trends by gathering input from
industry experts.

2.12 Check Your Progress

1. Define planning and list its characteristics.
2. What are the steps involved in the planning process?

3. Explain the types of plans with examples.



What is M.B.O. and how does it help in goal setting?
Distinguish between policies, procedures, methods, and rules.
Define budgeting and explain its significance.

What is forecasting? List two techniques.

Define decision-making and mention its types.
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Describe the steps in the decision-making process.

2.13 Let Us Sum Up

This unit elaborated on planning and decision-making—two essential management functions.
We understood planning as a future-oriented process involving goals, strategies, and resource
allocation. The various planning tools such as M.B.O., policies, procedures, and budgets help
structure managerial efforts. Decision-making, as a logical process, helps select the best course
of action among alternatives. Together, these functions guide managers toward achieving

organizational success.

2.14 Glossary

e Planning: Process of setting goals and deciding how to achieve them.

« M.B.O.: Management by Objectives — aligning individual and organizational goals.
o Forecasting: Predicting future trends based on data analysis.

e Budget: Financial estimate of revenue and expenses.

o Decision-Making: Selecting the best alternative among choices.

2.15 Suggested Reading

1. Koontz, H., & Weihrich, H. (2010). Essentials of Management. McGraw-Hill.



2. Robbins, S. P., & Coulter, M. (2019). Management. Pearson Education.
3. Drucker, P. (1954). The Practice of Management.
4. Terry, G. R., & Franklin, S. G. (1994). Principles of Management.
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3.2 Overview

An efficient organizational structure is key to achieving business goals. It ensures smooth
coordination, efficient supervision, and clear lines of authority and communication. This unit
explores the structure of organizations, the principles governing them, and the distribution of

authority and responsibility.

3.3 Learning Objectives



o Define organization and explain its purpose.

 ldentify and apply principles of organization.

e Understand different methods of departmentation.

e Analyze the concept of span of management.

o Describe various forms of organizational structure.

o Explain the concepts of authority and responsibility.

o Differentiate between delegation, decentralization, and centralization.

e Understand line and staff relationships.

3.4 Definition of Organization

“Organization is the process of grouping tasks, assigning responsibilities, and establishing

authority relationships to achieve organizational goals”.

"Organization is the process of identifying and grouping work to be performed, defining and
delegating responsibility and authority, and establishing relationships for the purpose of enabling

people to work most effectively together in accomplishing objectives.”
— Louis A. Allen
3.5 Principles of Organization

Unity of Command: One employee reporting to one superior.
Scalar Chain: Clear line of authority from top to bottom.

Division of Work: Specialization improves efficiency.

Unity of Direction: Direction from one head and one plan of action.

Authority and Responsibility: Balanced and clearly defined.
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Span of Control: Optimum number of subordinates under one manager.



7. Coordination: All efforts aligned to organizational objectives.

8. Flexibility: Adaptable structure to meet changing needs.

3.6 Departmentation and Its Methods

3.6.1. Functional Departmentation:

Functional departmentation groups activities based on similar functions or areas of
expertise. Each department focuses on a specific function, such as marketing, finance,
operations, or human resources.

Board of
Directors
Chief
Executive
il Officer
Production Purchase Finance Marketing

Department Department | | Department Department

Advantages:

e Specialization: Departments can develop expertise in their specific functions.

« Efficiency: Resources and skills are concentrated within each department, leading to
greater efficiency.

e Coordination: Facilitates coordination and communication within departments.

Disadvantages:
e Narrow Perspective: May lead to silos and limited cross-functional collaboration.

« Difficulty in Integration: Challenges may arise in integrating activities across different
functions.



3.6.2. Product Departmentation:

Product departmentation groups activities based on the products or product lines offered
by the organization. Each department is responsible for a specific product or product line.

Product

Product Product Product

Division A Division B Division C

Designing

Production Engineering and Research
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Advantages:

e Focus: Departments can concentrate on the unique needs and characteristics of each

product.
e Accountability: Clear accountability for product performance and outcomes.
e Innovation: Promotes innovation and product development within each department.

Disadvantages:

« Duplication of Functions: May lead to duplication of functions across different product

departments.
e Coordination Challenges: Coordination may be needed to ensure consistency and
integration across product lines.



3.6.3. Geographic Departmentation:

Description: Geographic departmentation groups activities based on geographical regions or
locations served by the organization. Each department is responsible for operations in a specific
geographic area.

Geographic Departmentalization

North Zone South Zone East Zone West Zone

Department ‘ Department Department Department
Advantages:

e Localized Decision Making: Allows for localized decision making based on regional
needs and conditions.

e Customer Focus: Departments can tailor products and services to meet the needs of
specific geographic markets.

o Market Expertise: Develops market expertise and knowledge within each department.

Disadvantages:

o Duplication of Efforts: May lead to duplication of efforts and resources across different
geographic departments.

e Coordination Challenges: Coordination may be needed to ensure consistency and
alignment with overall organizational objectives.

3.6.4. Process Departmentation:
Description: Process departmentation groups activities based on the sequence of activities or

processes involved in producing a product or delivering a service. Each department is
responsible for a specific process or set of processes.

Process Departmentalization

Spinning

‘ Department Department Department Department

‘ Weaving Dyeing Printing




Advantages:

o Efficiency: Departments focus on optimizing specific processes, leading to greater
efficiency.

« Standardization: Allows for standardization of processes and procedures within each
department.

e Quality Control: Facilitates quality control and improvement efforts within each process.

Disadvantages:

e Narrow Focus: May lead to a narrow focus on individual processes rather than the overall
value chain.

o Integration Challenges: Coordination may be needed to ensure integration and alignment
across different processes.

3.6.5. Customer Departmentation:
Description: Customer departmentation groups activities based on the different types of

customers served by the organization. Each department is responsible for serving a specific
customer segment or type.

Marketing
Department

Wholesale Retail
Department Department

Export
Department

Advantages:

e Customer Focus: Departments can tailor products and services to meet the needs of
specific customer segments.

o Relationship Building: Allows for the development of strong relationships with
customers within each department.

o Market Penetration: Facilitates market penetration and expansion by targeting specific
customer segments.



Disadvantages:

o Duplication of Efforts: May lead to duplication of efforts and resources across different
customer departments.
o Coordination Challenges: Coordination may be needed to ensure consistency and
alignment with overall organizational objectives.

Method Basis Example Best Suited For
Functional Function HR, Finance, Marketing | Stable organizations with
few products
Product Product Line FMCG companies (e.g., | Diversified product
HUL, ITC) organizations
Geographical Region/Location | MNCs or Pan-India | Wide-area operations
firms
Customer Customer Type Banking, Insurance Customer-centric  service
firms
Process/Equipment | Production Manufacturing (e.g., | Industrial ~ firms  with
Process textiles) workflow stages
Matrix Function + [T consulting, | Complex projects requiring
Project Engineering firms cross-function

3.7 Span of Management (Control)

Refers to the supervisor effectively handling a certain number of subordinates

In other words, it means the supervisor having control over the number of subordinates.




3.7.1 Types:

e Wide Span: Manager supervises many subordinates — leads to flat structure.

o Narrow Span: Manager supervises few subordinates — leads to tall structure.
3.7.2 Factors Affecting Span of Control:
1. Capacity of the Manager

e A manager's competence, experience, leadership skills, and ability to communicate
effectively determine how many subordinates they can manage.

o Example: A highly skilled manager may effectively supervise 20 employees, while an
inexperienced one may manage only 5.

2. Capacity of Subordinates

o The more skilled, experienced, and independent the subordinates are, the wider the span
can be.

o« Example: A team of trained engineers needs less supervision than a group of new
trainees.

3. Nature of Work

o Routine and repetitive tasks require less supervision and allow for a wider span.
o Complex, critical, or varied tasks need closer supervision, leading to a narrower span.
o Example: A call center supervisor may manage 30 agents doing routine work, whereas a

hospital administrator may manage only a few specialized doctors.

4. Degree of Decentralization

e In a decentralized organization, decision-making is spread out, reducing the need for

close supervision and supporting a wider span.



e In centralized structures, where the manager takes most decisions, the span must be

narrower.

5. Use of Technology

e Communication and supervision tools like emails, dashboards, and project
management software can help managers supervise more people effectively.

o Example: Managers using CRM software can easily monitor performance across teams.

6. Physical Location of Subordinates

e If team members are geographically dispersed, supervision is harder, leading to a
narrower span.

o Ifthey are located in the same office or facility, a wider span is possible.

7. Level of Management

e Top-level managers generally have a narrow span, as their roles are strategic and
complex.
e Lower-level managers or supervisors can often have a wider span, especially in

operational roles.

8. Clarity of Plans and Procedures



o Well-defined roles, responsibilities, policies, and procedures reduce the need for constant
guidance, enabling a wider span.

o Example: In a manufacturing unit with clear SOPs, a supervisor can oversee more
workers.

9. Time Available for Supervision

o If a manager has multiple responsibilities (e.g., planning, reporting, problem-solving),

have no time to supervise many subordinates — resulting in a narrower span.

10. Interpersonal Relationships

e A good relationship and trust between managers and subordinates reduce the need for
close supervision.

3.8 Forms of Organizational Structure
1. Line Organization
Simple structure with clear authority; suitable for small firms

A straightforward hierarchical structure where authority flows from top to bottom

2. Functional Organization:
Specialists supervise activities based on function

Divides the organization based on specialized functions such as marketing, finance, or
production.



3. Line and Staff Organization:

Combines the direct chain of command (line) with specialized support (staff) functions
4. Matrix Organization:

Dual authority structure — project and functional.

Employees report to both functional and project managers, facilitating collaboration

across departments
5. Project Organization:

Temporary structure for specific projects.
6. Team-Based Organization

Organizes employees into cross-functional teams working towards common goals.
7. Network Organization

A more decentralized structure where the organization relies on external entities for certain

functions.

3.9 Concepts of Authority and Responsibility

e Authority: Right to make decisions and command.
e Responsibility: Duty to perform assigned tasks.

e Authority and responsibility must go hand-in-hand.

3.10 Delegation and Decentralization of Authority

« Delegation: Assigning authority to subordinates to complete tasks.



o Decentralization: Systematic delegation of decision-making

throughout the organization.

3.11 Advantages of Delegation:

o Develops subordinates
o Improves efficiency

o Frees up manager’s time

3.12 Centralization vs. Decentralization

authority

Basis Centralization Decentralization
Decision-Making At top level Spread across levels
Control Tight control Greater autonomy
Flexibility Less flexible More adaptable
Example Military Multinational companies

3.13 Line and Staff Relations

e Line Authority: Direct chain of command.

o Staff Authority: Advisory or support role without command.

e Conflicts may arise due to overlapping roles.

3.13.1 Benefits:

o Combines expertise with accountability.

o Encourages specialization.



3.14 Check Your Progress

Define organization and its objectives.

What are the key principles of organization?

Explain any three methods of departmentation.
Differentiate between centralization and decentralization.

o Wb E

Describe line and staff organizational structure.

3.15 Let Us Sum Up

In this unit, we examined the structure of organizations, key principles of organizing work, and
how authority and responsibility are distributed. Effective departmentation, optimal span of
control, and choosing the right organizational structure are vital for efficiency. Understanding
delegation and decentralization further helps in empowering subordinates and improving

decision-making.

3.16 Glossary

e Organization: A system for coordinating activities.

e Authority: Legitimate right to command.

e Span of Control: Number of subordinates under a manager.
o Delegation: Transfer of responsibility and authority.

e Line Authority: Direct command chain.

3.17 Suggested Reading



o Koontz, H., & Weihrich, H. (2010). Essentials of Management. McGraw-Hill.
e Robbins, S.P., & Coulter, M. (2019). Management. Pearson Education.

e Fayol, H. (1949). General and Industrial Management.

e Terry, G. R, & Franklin, S. G. (1994). Principles of Management.
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4.2 Overview

This unit explores human resource management functions crucial to building and sustaining an
effective workforce. It covers recruitment, selection, training, performance evaluation, and
executive development — each playing a distinct role in ensuring that the organization attracts,
nurtures, evaluates, and retains competent talent. Together, these HR processes contribute to

organizational success and employee satisfaction.
4.3 Learning Objectives

e Understand the meaning and importance of recruitment in HRM.
e Explain the selection process and its significance.

o Describe the objectives and methods of employee training.

o Evaluate the purpose and tools of performance appraisal.

e Understand executive development and its role in leadership pipeline building.

4.4 Recruitment



“Recruitment is the process of searching for prospective employees and stimulating

them to apply for jobs in the organization.”

- Edwin B. Flippo

4.4.1 Features of Recruitment

o Itisa positive process — inviting applications.

o It precedes selection.

o It helps create a pool of potential candidates.

e Recruitment sources can be internal (e.g., promotions) or external (e.g.,

advertisements, campus hiring).

4.4.2 Objectives:

o To attract huge qualified applicants.
e To ensure cost-effectiveness in the hiring.

e To improve the organization’s talent pipeline

4.4.3 Sources of Recruitment

Recruitment sources are classified into internal and external sources



'A Sources of Recruitment]

Internal Sources External Sources

Previous Applicants Advertisements

Present Employees Campus Recruitment

|
|

Employee Referrals t E-Recruitment
|

\
| Former Employees Employment Exchange

Walk-ins and Write-ins

Acquisition and Mergers
Professional Associations

|
|
|
|
|
— Contractors
l‘
-
|

Mérgers and Acquisifions

I. Internal Sources

Internal recruitment means filling vacancies within the organization by selecting candidates from
the existing workforce. It helps motivate employees and reduces the cost and time of recruitment.

1. Previous Applicants

Organizations often maintain records of candidates who had applied in the past but were not
selected at that time. These applicants can be reconsidered when new vacancies arise, saving
time and effort in sourcing new candidates.

2. Present Employees

Existing employees can be promoted or transferred to higher or different positions. This method
is cost-effective and boosts employee morale since it offers career growth opportunities within
the organization.

3. Employee Referrals

In this method, current employees recommend suitable candidates from their friends, relatives, or

professional networks. Employee referrals often result in better cultural fit and loyalty since
employees tend to recommend reliable people.



4. Former Employees

Sometimes, ex-employees who left the organization for various reasons (such as relocation or
higher studies) are invited to rejoin. They are already familiar with the organization’s culture and
operations, which reduces training time and onboarding costs.

1. External Sources

External recruitment involves attracting candidates from outside the organization. This approach
brings fresh talent, new ideas, and diverse skills to the workforce.

1. Advertisements

Job openings are advertised through newspapers, magazines, television, online job portals, and
social media. It helps reach a wide audience and attract candidates from various backgrounds and
locations.

2. Campus Recruitment

Organizations visit colleges, universities, and technical institutions to recruit fresh graduates or
postgraduates. Campus recruitment helps the organization identify young talent with updated
knowledge and skills.

3. E-Recruitment

Also known as online recruitment, this involves using digital platforms like company websites,
job portals (e.g., Naukri, LinkedIn, Indeed), and social media to invite applications. It is cost-
effective, quick, and allows screening of large applicant pools.

4. Employment Exchange

Employment exchanges are government-run agencies that connect job seekers with employers.
Organizations, especially in the public sector, use these exchanges to fill certain categories of
jobs as per regulations.

5. Walk-ins and Write-ins

In walk-ins, candidates directly visit the organization with their resumes without prior
appointment. Write-ins refer to candidates who send unsolicited applications through post or
email. These methods are useful when the organization wants to maintain a talent pool for future
needs.



6. Contractors

Some organizations use recruitment or manpower supply agencies to hire temporary or contract-
based workers. This is common in industries requiring seasonal or project-based employment.

7. Acquisition and Mergers

When companies merge or acquire other firms, they gain access to the existing employees of the
acquired company. This becomes a valuable source of skilled manpower familiar with industry
operations.

8. Professional Associations

Professional or trade associations (e.g., the Institute of Chartered Accountants, Engineering
Societies, HR Forums) maintain databases of qualified professionals. Organizations can use
these associations to recruit specialized talent.

9. Mergers and Acquisitions (Reiterated)

Through mergers and acquisitions, companies can integrate skilled professionals and managers
from another firm, strengthening their talent base and improving organizational capabilities.

4.5 Selection

The selection process is a systematic procedure used by organizations to identify and hire the
most suitable candidate for a job. It involves a series of steps that help evaluate an applicant’s
qualifications, skills, experience, and overall fit for the position.

Step 1: Reception

This is the first stage where candidates are welcomed by the organization. A friendly and
organized reception creates a positive first impression. Basic details of the applicant, such as
name, time of arrival, and position applied for, are recorded. This step ensures a smooth
beginning to the selection process.

Step 2: Screening Interview

At this preliminary stage, the recruiter or HR officer conducts a short, informal interview to
filter out unsuitable candidates. The purpose is to verify if the candidate meets the basic
qualifications, such as education, experience, and communication skills. Only candidates who
meet the minimum criteria move to the next stage.



Step 3: Application Bank

The organization collects and stores application forms or resumes of the shortlisted candidates.

These applications are reviewed and analyzed to assess the candidate’s background,

qualifications, achievements, and experience relevant to the job role.
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A weighted application blank (WAB) is a structured application form where different items
(like education, experience, and skills) are given specific weights or importance. This helps in
objectively comparing and ranking candidates based on quantifiable data, rather than subjective

judgment.

Step 5: Selection Testing

At this stage, candidates undergo various tests designed to evaluate their abilities, aptitudes, and

personality traits. Common tests include:




o Aptitude Tests: Measure problem-solving and learning ability.
o Technical or Job Knowledge Tests: Evaluate specific job-related skills.
o Personality Tests: Assess behavior, attitude, and motivation.
e Psychometric Tests: Examine mental and emotional stability.
The results help predict how well a candidate might perform in the job.

Step 6: Selection Interview

The selection interview is a face-to-face interaction between the candidate and interviewers. It
allows the employer to assess the applicant’s communication skills, confidence, attitude, and
suitability for the organizational culture. It also provides the candidate a chance to learn more
about the job role and company expectations.

Step 7: Medical Examination

After the interview, shortlisted candidates undergo a medical or physical fitness test to ensure
they are healthy and fit for the job. This step is especially important in roles involving physical
activity, safety concerns, or exposure to specific work environments. It helps reduce absenteeism
and ensure workplace safety.

Step 8: Reference Checks

In this step, the organization verifies the candidate’s background through references provided in
the application. Previous employers, colleagues, or educators may be contacted to confirm
details such as job performance, reliability, integrity, and work attitude. This step ensures the
authenticity of the information shared by the candidate.

Step 9: Hiring Decision

The final decision regarding the appointment is made by the management based on the
candidate’s overall performance in tests, interviews, and medical and reference checks. A formal
offer letter is issued to the selected candidate, outlining salary, position, terms, and conditions of
employment. Once accepted, the candidate officially becomes an employee of the organization.



4.6 Training

“Training is the act of increasing the knowledge and skill of an employee for doing a particular

job.”

4.7 Types of Training

Training Methods

ONTHE JOB METHOD

Job Instruction
Training (JIT)

|
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Training provided at the workplace while the employee performs actual job duties.



4.7.1.1 Types of OJT:

1. Job Rotation:
Employees are moved between different jobs to learn a variety of skills.
Benefit: Enhances flexibility and develops a multi-skilled workforce.

2. Apprenticeship:
Combines classroom learning with practical training under a skilled mentor.
Benefit: Useful in technical or trade-related roles.

3. Coaching:
One-on-one  guidance provided by a supervisor or senior employee.
Benefit: Personalized learning and performance improvement.

4. Mentoring:
A senior employee helps guide a junior over time, focusing on career development.
Benefit: Builds confidence and promotes leadership development.

5. Internship/Project-Based Learning:
Temporary engagement with real job responsibilities.

Benefit: Provides hands-on experience for students or new hires.

4.7.2 Off-the-Job Training

Training conducted away from the regular workplace.

4.7.2.1 Types of Off-the-Job Training

1. Lectures and Seminars :
Theoretical  knowledge delivered by experts in a classroom  setting.
Benefit: Cost-effective for large groups.

2. Case Studies :
Real or simulated business situations are analyzed to develop decision-making skKills.
Benefit: Enhances analytical thinking.

3. Role Plays :

Participants act out situations to practice communication, negotiation, or customer



handling.
Benefit: Improves soft skills.

4. Simulation and Virtual Training :

Use of software or models to mimic real-life situations.

Benefit: Safe way to train for complex or hazardous tasks.

5. Workshops and Conferences :
Interactive sessions to share best practices
Benefit: Promotes networking and cross-learning.

6. E-learning and MOOC:s:
Self-paced online training using videos, quizzes,
Benefit: Flexible and scalable.

4.8 Benefits of Training:

o Improves employee performance and productivity
e Enhances job satisfaction and morale
e Reduces supervision and errors

o Prepares employees for advanced duties

4.9 Performance Evaluation

knowledge.

and forums.

Performance evaluation, also known as performance appraisal, is the systematic process of

assessing and documenting an employee’s job performance over a period. It helps organizations

measure employee effectiveness and makes decisions related to promotions, training,

compensation, and development.

4.9.1 Purposes:

e To identify strengths and development areas
e To provide feedback and set future goals
e To inform decisions on promotions, rewards, or training

e Toalign individual performance with organizational goals



4.9.2 Methods of Performance Evaluation

Performance evaluation methods are classified into two categories:
A. Traditional Methods

These methods focus primarily on the past performance of employees and are often qualitative in

nature.
1. Confidential Report

e Used commonly in public sector organizations.
e The supervisor writes a confidential report about the employee’s performance, integrity,

and behavior.

Advantages: Easy to implement; suited for hierarchical systems.

Disadvantages: Lacks transparency and employee feedback.
2. Rating Scale Method

o Employees are rated on various job-related traits such as quality of work, punctuality,

dependability, etc., on a numerical scale (e.g., 1to 5).

Advantages: Simple and quick; provides structured feedback.

Disadvantages: Subject to rater bias and lacks depth.
3. Checklist Method

e A list of behavior statements is prepared, and the evaluator checks those that apply to the

employee.

Advantages: Obijective and easy to use.

Disadvantages: Doesn’t measure quality or frequency of performance.



4. Critical Incident Method

e The evaluator records instances of particularly good or poor behavior related to job

performance.

Advantages: Focuses on actual behavior; useful for feedback.

Disadvantages: Time-consuming; requires regular documentation.
5. Essay Method

e The evaluator writes a detailed descriptive report on the employee’s strengths,

weaknesses, and potential.

Advantages: Comprehensive and flexible.

Disadvantages: Highly subjective; difficult to compare across employees.

B. Modern Methods

Modern methods focus on both past performance and future potential, often involving employee

participation and strategic alignment.
1. Management by Objectives (MBO)

« Introduced by Peter Drucker, MBO involves setting specific, measurable goals jointly by
the employee and supervisor. Performance is evaluated based on achievement of these

goals.

Advantages: Encourages goal clarity and employee involvement.

Disadvantages: Time-consuming; may ignore qualitative aspects.



2. 360-Degree Feedback

o Performance is assessed using feedback from numerous bases — supervisors, peers,

subordinates, and sometimes customers.

Advantages: Holistic view of performance; improves self-awareness.

Disadvantages: Can be biased or inconsistent if not handled carefully.
3. Behaviorally Anchored Rating Scales (BARS)

o Combines elements of qualitative and quantitative methods. Evaluates behavior against

pre-defined behavioral examples anchored to numerical ratings.

Advantages: Reduces subjectivity; job-specific.

Disadvantages: Complex to develop and administer.
4. Assessment Centers

o Employees undergo simulations, role-plays, group discussions, and psychological tests to

evaluate performance and potential.

Advantages: Comprehensive; good for managerial positions.

Disadvantages: Costly and resource-intensive.

5. Human Resource Accounting Method

o Evaluates the employee’s performance in terms of their monetary contribution to the

organization and the cost incurred on them.

Advantages: Useful for financial analysis of HR value.

Disadvantages: Difficult to quantify employee contributions accurately.



4.10 Executive Development

Executive development is a continuous process of equipping managerial personnel with
the skills, knowledge, and experience required to handle present and future leadership roles in
the organization. It is aimed at improving decision-making, strategic thinking, and leadership

capabilities in mid to senior-level managers.
4.10.1 Features:

e Focused on senior or high-potential employees
« Involves strategic thinking, leadership, and decision-making skills

o Typically long-term in nature

4.10.2 Methods of Executive Development
1. Coaching and Mentoring

o Coaching is a one-on-one process where a coach (internal or external expert) works with
an executive to improve specific leadership skills or overcome performance challenges.
e Mentoring involves a long-term relationship between a senior leader (mentor) and a

junior executive (mentee) to guide career growth and personal development.

Benefits:

e Personalized feedback
e Encourages self-awareness
e Builds confidence and leadership mindset

e Promotes succession planning



2. Job Rotation

This  involves moving executives across different departments, roles, or geographic locations

to expose them to various functions of the organization.
Benefits:

o Develops a broad perspective of the business
o Enhances cross-functional understanding
e Improves problem-solving and decision-making skills

o Helps identify potential future leaders

3. Action Learning Projects

In this method, executives work on real-time organizational problems in groups and develop
solutions while learning in the process. These projects are often supervised by experienced

leaders or external facilitators.
Benefits:

e Encourages teamwork and collaboration
e Promotes strategic and analytical thinking
e Provides hands-on problem-solving experience

e Links learning directly to business impact

4. Executive MBA Programs

These are specialized part-time or weekend MBA programs intended for working professionals
with significant managerial experience. They cover advanced management concepts such as

strategy, leadership, finance, and innovation.



Benefits:

o Formal education alongside professional responsibilities
o Interacting with peers from varied industries
e Access to global best practices and case studies

o Enhances credentials and career prospects

5. Leadership Simulations

Leadership simulations are exercises that replicate real-life business scenarios. Executives are

asked to act as decision-makers in complex, high-pressure situations.

Examples include: crisis management, mergers and acquisitions, or organizational restructuring

scenarios.

Benefits:

o Builds decision-making skills under uncertainty
o Enhances adaptability and critical thinking
e Provides safe learning without real-world consequences

o Encourages reflection and feedback on leadership styles

Significance:

o Builds a leadership pipeline
e Ensures succession planning

e Improves strategic decision-making and innovation

4.11 Check Your Progress

1. Define recruitment and explain its key features.



List the steps involved in the selection process.
What are the different types of training?

Mention two traditional and two modern methods of performance appraisal.

o ~

What is executive development and why is it important?

4.12 Let Us Sum Up

This unit provided insights into five critical HRM functions — recruitment, selection, training,
performance appraisal, and executive development. These activities together ensure that the
organization attracts the right talent, nurtures their skills, evaluates their performance fairly, and
prepares them for future leadership. Understanding these processes is vital for any manager
aiming to build an efficient and motivated workforce.

4.13 Glossary

o Recruitment: Process of attracting potential candidates for employment.

o Selection: Screening process to choose the right candidate.

e Training: Program aimed at enhancing knowledge or skills.

e Performance Evaluation: Systematic assessment of employee performance.

o Executive Development: Long-term learning efforts to build future leaders.

4.14 Suggested Reading

e Armstrong, M. (2020). Armstrong’s Handbook of Human Resource Management
Practice. Kogan Page.

e Dessler, G. (2022). Human Resource Management. Pearson Education.

e Rao, V.S.P. (2010). Human Resource Management: Text and Cases. Excel Books.

e Mathis, R.L., & Jackson, J.H. (2011). Human Resource Management. Cengage Learning.
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5.2 Overview

This unit explores the managerial functions of direction, motivation, leadership, and control.
Direction ensures that organizational efforts are aligned and purposeful. Motivation energizes
employees to perform effectively. Leadership provides vision and guidance, while control
monitors progress and ensures goals are achieved. Together, these functions form the backbone

of effective management execution.



5.3 Learning Objectives

Understand the concept and significance of direction in management.
Explain the principles and elements of direction.

Identify communication as a key component of direction.

Define motivation and evaluate key theories of motivation.

Differentiate types of leadership and understand traits of effective leaders.
Understand the importance and process of controlling.

Learn techniques and essentials of effective control systems.

5.4 Definition of Direction

Direction denotes to the managerial function of instructing, guiding, motivating, and supervising

employees to achieve organizational goals. It involves influencing people’s behavior and

performance through effective communication, leadership, and motivation.

5.4 Principles and Elements of Direction

5.4.1 Principles of Direction:

o a ~ D

Harmony of Objectives: Managerial direction should align personal and organizational
goals.

Unity of Command: Each employee takes orders from one superior only.

Direct Supervision: Direct personal contact leads to better communication and control.
Effective Communication: Clear, consistent communication prevents confusion.
Leadership: Managers must lead by example and inspire others.

Motivation: Encourage employees to willingly contribute to organizational success.



5.4.2 Elements of Direction:

Issuing Instructions — Providing clear guidance on tasks and responsibilities.
Supervision — Monitoring and supporting employees in task execution.
Motivation — Encouraging employee efforts toward goals.

Communication — Facilitating interchange of information and feedback.

o ~ L np e

Leadership — Influencing and guiding team efforts.

5.5 Communication

“Communication is an exchange of facts, ideas, opinions or emotions by two or more persons.”

- Louis A. Allen

1. Based on the Mode or Medium
a. Verbal Communication
Communication that customs verbal or written words to convey a message

e Spoken Verbal Communication:
Occurs in face-to-face meetings, telephone calls, presentations, etc.

e Written Verbal Communication:
Includes letters, emails, reports, memos, notices, and manuals.

Example: HR sending an appointment letter to a new employee.
b. Non-Verbal Communication

Communication without words, using body language, gestures, facial expressions, tone of

voice, and physical appearance.

Types and Examples:



o Facial Expressions: A smile to express approval.

o Gestures: A thumbs-up to indicate success.

e Posture: Slouching shows disinterest; erect posture indicates alertness.

o Eye Contact: Steady eye contact suggests confidence.

o Paralanguage: Tone, pitch, and pace of speaking (e.g., a high pitch may show

excitement).
2. Based on Flow or Direction
a. Upward Communication
Flow of information from subordinates to bosses

Example:
An employee submitting a monthly report to their manager or giving feedback during an

appraisal.
b. Downward Communication
Flow of information from superiors to subordinates.

Example:

A CEO sending a memo about a new policy.

c. Horizontal (Lateral) Communication

Communication among peers or colleagues at the same designation

Example:

Two marketing executives collaborating on a campaign strategy.



d. Diagonal Communication

Communication between employees at diverse levels and departments, bypassing the

traditional chain of command

Example:

A finance executive directly consulting a marketing team leader about budget allocation.
3. Based on Formality

a. Formal Communication

Official, structured communication that follows the organizational hierarchy or protocol.

Example:

Issuing a circular, sending an official memo, or presenting a report in a board meeting.
Features:

o« Documented
e Professional tone

e Used for decision-making, instructions, policies

b. Informal Communication (Grapevine)
Unofficial communication that occurs naturally through social interactions.

Example:

Colleagues chatting during lunch about upcoming organizational changes.



Types of Grapevine Communication:

o Single strand: One person expresses another who tells another, and so on.
e Gossip chain: One person says many others.
o Probability chain: Random sharing with random people.

e Cluster chain: A person tells selected few, who again tell a few others.

4. Based on Purpose or Channel
a. Internal Communication
Communication within the organization among departments and management

Example:

Daily team briefings or interdepartmental emails.

b. External Communication

Communication between the organization and outside stakeholders (customers, vendors,

investors, etc.)

Example:

A press release announcing a customer service email.

5.6 Barriers to Communication

Barriers to communication are obstacles or hindrances that distort, block, or prevent the
transmission and reception of a message between the sender and the receiver. These barriers can
occur at any stage of the communication process and lead to misunderstandings, confusion, or

conflict.



5.6.1 Types of Communication Barriers with Examples

1. Physical Barriers
Barriers caused by the environment or physical conditions.
Examples:

« Noise: A construction site near the office makes it hard to hear in meetings.
o Distance: Remote workers experience poor video or sound quality during virtual

meetings.

o Poor office layout: Cubicles or closed doors reduce face-to-face interaction.

2. Psychological/Emotional Barriers

Barriers arising from the emotional state, mental health, or attitude of the sender or

receiver.
Examples:

e Stress or anxiety: An employee under pressure may misinterpret a manager’s neutral
comment as criticism.

e Prejudice or bias: A manager may ignore a good suggestion because they have a
personal dislike for the employee.

o Lack of trust: Employees hesitate to express opinions if they fear retaliation.



3. Language Barriers

Barriers caused by differences in language, vocabulary, grammar, or accents.

Examples:

e Jargon or technical terms: IT staff using highly technical language in a meeting with
HR, making it hard to understand.

o Foreign language: A document in English is not understood by employees who only
speak Tamil.

e Ambiguity: Saying "ASAP" could mean different time frames to different people.

4. Semantic Barriers

Barriers related to words and symbols used in communication.

Examples:

e Same word, different meaning: The word “value” might mean “ethical belief” to HR
and “monetary worth” to finance.

e Abstract words: Saying “we need to improve quality” without specifying how or in
which area.

o Idioms or phrases: Using idioms like “hit the ground running” might confuse non-native

speakers.

5. Organizational Barriers

Barriers arising from the structure, rules, or culture of the organization



Examples:

e Too many layers in hierarchy: Messages get delayed or distorted as they pass through
multiple levels.

e Lack of communication channels: No regular meetings or updates may leave
employees uninformed.

o Rigid rules: Employees are not allowed to talk directly to upper management.

6. Cultural Barriers

Barriers resulting from differences in values, beliefs, customs, and social behavior.

Examples:

e Gestures: A “thumbs up” is positive in many countries but offensive in some cultures.
e Eye contact: In Western cultures eye contact shows confidence; in some Asian cultures,
it seen as disrespectful.

e Perceptions of time: Western cultures value punctuality strictly; other cultures may be

more flexible.

7. Technological Barriers

Definition:

Barriers due to failure or misuse of communication technology.

Examples:

e Poor internet connection during an important video call.
e Over-reliance on emails where a phone call would clarify issues faster.

e Lack of training in using digital tools like CRM or Zoom.



5.6.2 Essentials of Effective Communication:

o Clarity of message
e Active listening
o Timely feedback

e Use of appropriate medium

5.7 Motivation — Meaning and Theories

Motivation refers to the internal drive that prompts individuals to take action toward

achieving goals. It activates and sustains human behavior.

5.7.1 Theories of Motivation

5.7.1.1 Maslow — hierarchy of needs

Self-
actualization

Realization of potential and
abilities.

Belongingness and love
Relationship with our family and friends, colleagues,

team members

Maslow’s Hierarchy of Needs



This is the earliest and most widely cited content-based theory of motivation, proposed by
Abraham Maslow (1943) and developed further during the 1940s and 1950s.

Maslow grouped human needs into five main categories and arranged them in a hierarchy,
starting from basic physiological needs and moving upward through safety, belongingness and

love, esteem, and finally self-actualization.

According to Maslow, at any given time the lowest unmet need becomes the strongest source of
motivation. Once a need is reasonably satisfied, it no longer motivates behaviour, and the
individual turns attention to a higher-level need. Maslow’s idea is often illustrated as a pyramid,
with basic needs at the base and self-actualization at the top, though Maslow himself never

actually drew this pyramid—it became a later visual simplification of his theory.
1. Physiological Needs
Examples: food, water, shelter, sleep

These are the most fundamental survival needs. If they are not met, the body and mind cannot
function properly. Maslow pointed out that when a person is deprived of many things at once, the
physiological needs dominate. For instance, a person who lacks food, security, affection and
respect will first focus on getting food or income to buy food before worrying about higher-level

concerns.
2. Safety and Security Needs

Examples: job security, stable income, health, safe housing

Once physiological needs are fairly satisfied, safety needs become more prominent. People seek
protection, stability and predictability in their lives. They may look for permanent jobs, secure

housing, health insurance, savings, and safeguards against accidents or illness.

In relatively peaceful and well-ordered societies, many adults experience less pressure from

basic safety needs, so these are not always primary motivators. However, in times of war, crime,



natural disasters or personal trauma, safety and security again become urgent, dominant
needs. These needs are especially strong for children, who rely heavily on a stable and secure

environment.
3. Belongingness and Love Needs

When physiological and safety needs are fairly met, people become strongly motivated by social
and emotional needs. They want to belong to groups (family, friends, colleagues, community)

and to both give and receive affection.

Maslow emphasized that love needs involve emotional connection, not just sex (sex is treated as
a physiological need). When these needs are not met, people may experience loneliness, social
anxiety, isolation or depression, and they actively seek friendships, companionship, and
acceptance. In some situations, the pressure to belong to a group can even outweigh security or

other needs.
4. Esteem Needs

In most societies, individuals desire a sense of value and importance. Esteem needs involve both:

« Recognition and respect from others (status, prestige, appreciation), and

o Self-respect (independence, competence, confidence).

Maslow distinguished between a “lower” level of esteem (needing approval, status, attention
from others) and a “higher” level of esteem (needing self-respect, autonomy, and mastery).
When esteem needs are not fulfilled, people may feel inferior, weak or helpless, whereas

fulfilment leads to feelings of usefulness and confidence.
5. Self-Actualization Needs

Self-actualization is the drive to realize one’s full potential—to become what one is capable of
becoming. At this level, individuals seek personal growth, creativity, challenge and meaningful

goals. Maslow described it as the need to “become the most that one can be.”



People at this stage may look for opportunities that allow self-expression, innovation, and
autonomy, choosing tasks or roles that help them grow. Maslow believed that individuals not
only need to satisfy lower needs but also to transcend them in order to fully self-actualize.
Differences among people are greatest at this level because each person’s potential and path to

growth is unique.

As each lower-level need becomes reasonably satisfied, higher-level needs emerge as stronger
motivators. However, life events such as divorce, job loss, illness or disaster can cause an

individual to move back down the hierarchy, making lower needs dominant again.
Maslow’s five levels are often grouped into two broad categories:

o Deficiency needs (D-needs): physiological, safety, belongingness, and esteem (when
these are lacking, we feel deprived).
o Growth needs (Being needs): self-actualization (related to personal growth and

fulfilment).

5.7.1.2 Alderfer’s ERG Theory

Clayton Alderfer refined Maslow’s hierarchy into three broader categories of needs: Existence,

Relatedness and Growth (ERG). Instead of five levels, Alderfer proposed:

1. Existence Needs
These are needs related to basic material and physiological well-being. They combine
Maslow’s physiological and safety needs. Examples: pay, working conditions, job
security, physical safety.

2. Relatedness Needs
These involve the desire for satisfying relationships with significant others—family,
friends, colleagues, superiors—and the desire for recognition and acceptance. They
correspond to Maslow’s social (belongingness) needs and the external part of esteem
needs (status, respect from others).

3. Growth Needs

These concern a person’s intrinsic desire for personal development, competence and



advancement. They are similar to Maslow’s self-actualization and the internal part of

esteem needs (self-respect, autonomy, achievement).

Both Maslow and Alderfer dealt with how needs influence behaviour, but Alderfer suggested
that people can be motivated by more than one category at a time and may move back and forth

between levels, not only upward.

5.7.1.3 McClelland’s Theory of Needs

In the early 1960s, David C. McClelland extended the work on motivation by identifying three
key learned needs. Because he argued that these needs are shaped by experience and culture, his
framework is often called the “Learned Needs Theory.” McClelland suggested that all people

have these three drivers, but one tends to dominate behaviour in each person:

1. Need for Achievement (nAch)
This is the drive to excel and to accomplish challenging goals. Individuals high in
achievement need prefer tasks where they can take responsibility, receive quick feedback,
and face moderate levels of risk. They want to demonstrate competence and mastery.

2. Need for Affiliation (nAff)
This is the desire for close, friendly relationships and for being liked and accepted by
others. People with a strong affiliation need seek harmonious interactions, avoid conflict,
and value cooperation and belonging.

3. Need for Power (nPow)
This is the desire to influence or control others and the environment. It can relate to
having authority, making decisions, or shaping outcomes. People high in power need are
motivated by opportunities to lead, persuade and impact the behaviour of others or the

direction of work.

McClelland’s theory differs from Maslow’s and Alderfer’s in that it focuses less on satisfying
existing deficits and more on developing dominant motivational patterns over time, depending

on a person’s culture, upbringing and life experiences. While everyone has all three needs, the



relative strength of each one influences how they behave, especially in work and leadership

settings.

5.7.1.4 Herzberg — Two factor theory

It is also called motivation-hygiene theory.
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Herzberg’s Two Factor Theory

Herzberg’s Two-Factor Theory

Herzberg’s Two-Factor Theory, also called the Motivation—Hygiene Theory or Dual-Factor
Theory, was developed by Frederick Herzberg in the 1950s. He proposed that employee attitudes
at work are influenced by two distinct sets of factors, each affecting satisfaction and motivation

in different ways.



5.7.1.5 Hygiene Factors (Dissatisfiers)

Hygiene factors are conditions in the work environment that can cause dissatisfaction if they are
poor or absent, but do not necessarily create positive motivation when they are improved. They

mainly relate to the context in which the job is performed.
Typical hygiene factors include:

o Salary and Benefits — Wages, incentives, allowances, health insurance, retirement
benefits and other financial provisions.

e Working Conditions — Physical environment, tools and equipment, cleanliness, safety
standards and ergonomic arrangements.

o Company Policies and Administration — Rules and regulations, procedures, supervision
style, and clarity or fairness of organizational policies.

o Interpersonal Relationships — Relationships with supervisors, colleagues and

subordinates, and the general social climate at work.

Herzberg stated that enhancing hygiene factors can remove dissatisfaction, but this alone does
not make employees truly satisfied or motivated. They are necessary to maintain a neutral or

acceptable level of job attitude, but they do not create enthusiasm.
5.7.1.6 Motivational Factors (Satisfiers)

Motivational factors (or satisfiers) are aspects intrinsic to the job itself that, when present, lead to
higher job satisfaction, commitment and motivation. They relate to what people do rather than

the environment in which they do it.
Key motivational factors are:

o Achievement — Opportunities to accomplish meaningful goals, meet challenging targets
and feel a sense of success.
e Recognition — Appreciation, praise, and acknowledgment of good performance and

contributions.



o Responsibility — Scope for autonomy, decision-making power and ownership of tasks or
projects.

e The Work Itself — Interesting, varied, challenging work that allows for creativity,
problem-solving and learning.

e Advancement and Growth — Chances for promotion, career progression and professional

development.

According to Herzberg, true motivation and job enrichment come from strengthening these
motivational factors. While hygiene factors prevent dissatisfaction, only motivators can create a

positively engaging and satisfying work experience.
5.7.1.7 B.F. Skinner’s Reinforcement Theory

B.F. Skinner’s Reinforcement Theory, rooted in operant conditioning, explains how behaviour is
shaped by its consequences. Skinner argued that people tend to repeat behaviours that lead to

desirable outcomes and avoid those that produce negative outcomes.
Operant Conditioning

Operant conditioning focuses on modifying behaviour through reinforcement and punishment.

e Behaviours followed by reinforcement are more likely to occur again.

o Behaviours followed by punishment are less likely to be repeated.

Reinforcement

Reinforcement is any consequence that strengthens a behaviour or increases its frequency. It can
be:

e Positive Reinforcement

Adding a pleasant stimulus after a desired behaviour, thereby encouraging its repetition.



Example: A manager praises an employee or gives a bonus for meeting a sales target,
increasing the likelihood of similar performance in future.

o Negative Reinforcement
Removing an unpleasant or aversive condition when the desired behaviour occurs, which
also increases that behaviour.
Example: A supervisor withdraws strict monitoring once an employee consistently meets

deadlines, reinforcing timely work.
Punishment
Punishment is a consequence that reduces the likelihood of a behaviour recurring. It may be:

e Positive Punishment
Introducing an unpleasant outcome following an undesired behaviour.
Example: A student receives extra assignments or detention for disruptive behaviour in
class, making such behaviour less likely.
e Negative Punishment
Taking away a pleasant stimulus after an undesired behaviour.
Example: A parent withdraws a child’s TV or mobile privileges after misconduct,

reducing the chance of misbehaviour repeating.

5.7.1.8 Vroom's expectancy theory

Victor Vroom’s (1964) Expectancy Theory explains how individuals decide which course of
action to take when they have several options. Vroom describes motivation as a process that
guides our choice among different voluntary behaviours. The central idea is that people are
motivated to act in a certain way when they believe that their effort will lead to the desired

outcome.

The theory is based on three key components:



o Expectancy — The individual’s belief that greater effort will lead to better performance.

In simple terms: “If I try harder, I will perform better.”

e Instrumentality — The belief that good performance will be followed by a specific

outcome or reward. It reflects the perceived link between performance and rewards.

e Valence — The value or importance a person attaches to the expected reward or outcome.

If the reward is attractive or meaningful to the individual, the motivation to achieve it will

be higher.
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there is a connection
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goal. If you perform
well, you will get
reward.

5.7.1.9 Adams' equity theory
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The equity theory states that people are motivated if they are treated equitably, and receive

what they consider fair for their effort and costs.
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At the workplace the workers put inputs into the job, such as education, experience, effort,
energy, and expect to get some outcomes such as salary, reward, promotion, verbal

recognition, and interesting and challenging work each in equal amounts.

Equity theory operates not only in workplaces but also in educational settings. For instance, if
two students perform similarly in an oral exam but receive different marks, a sense of inequity
arises. The student who receives the lower grade may then lose motivation to study (by reducing
effort), try to convince the teacher to revise the mark, or mentally re-evaluate the comparison by

thinking, “I didn’t answer everything, but my classmate responded to all the questions.”

In schools, it can be highly demotivating when a student who rarely studies or does not perform
better than others consistently receives good marks. As the perceived unfairness increases, so

does the individual’s psychological discomfort. This feeling of injustice pushes the person to try
to restore balance between their inputs (effort, time, ability) and outcomes (marks, recognition)

relative to a reference person.
5.7.1.10 McGregor Theory X and Theory Y

Theory X:

1. View of Human Nature:
o Theory X assumes that employees inherently dislike work and will avoid it
whenever possible. They have little ambition, prefer to be directed, and avoid

responsibility.



2. Management Approach:
Managers who subscribe to Theory X tend to use a directive and controlling

management style. They closely supervise employees, use strict rules and

procedures, and rely on punishment to motivate performance.

o

3. Communication and Decision-Making:
o In Theory X environments, communication tends to be one-way, from
managers to employees, with limited input or feedback from employees.

Decision-making is centralized, with little delegation of authority.

4. Motivation:
Under Theory X, managers believe that employees are primarily motivated by

external rewards, such as money or benefits. They use carrots and sticks to

O
motivate behavior and often resort to coercion or threats.

Theory Y:

1. View of Human Nature:

o Theory Y assumes that work is natural and can be fulfilling for individuals.

Employees are viewed as capable, creative, and self-motivated when provided
with the right conditions and opportunities.

2. Management Approach:
o Managers who embrace Theory Y adopt a participative and empowering

management style. They trust employees, delegate authority, and encourage
employee involvement in decision-making and problem-solving.

3. Communication and Decision-Making:

In Theory Y environments, communication is open and two-way, with a focus
on collaboration and feedback. Decision-making is decentralized, with
employees given the autonomy to make decisions within their areas of
expertise.

4. Motivation:
Under Theory Y, managers believe that employees are motivated by intrinsic

factors, such as a sense of purpose, achievement, and personal growth. They
provide opportunities for meaningful work, recognition, and personal

development.

o

o



5.8 Leadership — Types and Qualities

Leadership is the ability to influence, guide, and direct others toward achieving organizational
objectives.

5.8.1 Types of Leaders

Autocratic Leader: Makes decisions alone; expects obedience.
Democratic Leader: Involves subordinates in decision-making.
Laissez-Faire Leader: Provides minimal supervision; gives freedom to employees.

Transformational Leader: Inspires and motivates through vision and passion.

o w b PE

Transactional Leader: Focuses on structure, rewards, and punishments.

5.8.2 Quialities of a Good Leader

e Vision and foresight

e Integrity and honesty

e Communication skills

o Decision-making ability
o Emotional intelligence

o Empathy and fairness

« Confidence and resilience

e Ability to inspire and motivate

5.9 Importance of Controlling

Controlling is the managerial function of monitoring performance, comparing it with established

standards, and taking corrective actions when necessary.



5.9.1 Importance:

e Ensures achievement of goals
o Improves efficiency

o Detects deviations and errors
o Facilitates decision-making

o Enhances accountability and discipline

5.9.2 Steps in Controlling

Setting Performance Standards: Establish measurable targets.
Measuring Actual Performance: Gather data on outcomes.
Comparing Performance with Standards: Identify variances.
Analyzing Deviations: Find reasons behind gaps.

o~ w0 Dnp e

Taking Corrective Action: Implement solutions to align performance.

5.9.3 Essentials of Effective Control System

e Suitable to organizational goals
e Simple and understandable

o Flexible and adaptable

e Economical and cost-effective

e Timely and prompt

e Forward-looking and preventive

e [Focused on exceptions (management by exception)



5.10 Control Techniques

5.10.1 Traditional Techniques

e Budgetary Control: Monitoring income and expenditure.
o Standard Costing: Comparing actual cost with standard cost.
o Break-Even Analysis: Identifies profit levels and cost relationships.

« Financial Statement Analysis: Interprets balance sheets and income statements.
5.10.2 Modern Techniques

e Management Information Systems (MIS): Provides real-time data for decisions.

o Balanced Scorecard: Measures performance from financial, customer, internal, and
learning perspectives.

e Total Quality Management (TQM): Focuses on continuous improvement.

« Benchmarking: Comparing performance with best industry practices.

5.11 Check Your Progress

Define direction and list its principles.

What are the main elements of direction?

Explain any two theories of motivation.

Differentiate between autocratic and democratic leadership styles.

What are the key steps involved in the control process?

L

List any three traditional and three modern control techniques.



5.12 Let Us Sum Up

This unit highlighted the key functions of directing and controlling in management. Direction,
through communication, motivation, and leadership, ensures that employees are associated and
energized toward organizational goals. Control confirms that these goals are being met through
continuous performance tracking and timely corrective actions. Together, these functions ensure

both efficiency and effectiveness in management.

5.13 Glossary

o Direction: Managerial function of guiding employees toward objectives.
« Motivation: Internal force that stimulates action toward goals.

e Leadership: Influence process to achieve group goals.

o Controlling: Ensuring actual performance meets expected standards.

o Path-Goal Theory: Leadership model linking behavior to motivational outcomes.

5.14 Suggested Reading

e Koontz, H., & Weihrich, H. (2010). Essentials of Management. McGraw-Hill.

e Robbins, S. P., & Judge, T. A. (2019). Organizational Behavior. Pearson.

e Luthans, F. (2011). Organizational Behavior: An Evidence-Based Approach. McGraw-
Hill.

e Hersey, P., Blanchard, K. H., & Johnson, D. E. (2012). Management of Organizational

Behavior. Pearson Education.
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