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The Management Process, Management Functions, kinds of managers, Managerial
roles and skills. Evolution of Management - Theories of Management - Classical,
| Scientific, Administrative, Behavioral, Management Sciences Theories; Systems
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1.1 MANAGEMENT I

Q1. Explain the Meaning & Definitions of
Management.

AnS :

Introduction

(Aug.-21)

One of the most important activities in
business is the management of the 4M’s — men,
machines, material and money. The term
‘management’ can be interpreted differently is
difficult contexts. Hence, it is difficult to define. In
one context, it may comprise the activities of
executives and administrative personnel in an
organization, while in another, it may refer to a
system of getting things done.

In a broad perspective, management can be
considered as the proper utilization of people and
other resources in-an organization to accomplish
desired objectives. With increasing global
competition, changes in the world of technology,
changing business practices and increasing social
responsibility of organizations, the role of managers
has become all the more significant.

Meaning of Management

It refers to the process of conducting a set of
functions (planning, organizing, staffing, directing
and controlling) to get the work done in an efficient
and effective manner. Simply, management is an
art of getting things done through others.

Definitions of Management

Different experts have defined management
on the basis of its features. Some experts, have
defined management as an ‘art of getting things
done’, while others give more importance to its

‘function oriented form’. In the same manner, same
experts think management is related to ‘decision
making’, while others are of the opinion that
‘productivity and efficiency’ are its basis. Following
are the main definitions of management.

1. According to Harold . Koontz,
“Management is the art of getting things done
through others and with formally organized
groups.”

2. According to George R. Terry,
“Management is a distinct process consisting
of planning, organizing, actuating and
controlling; utilizing in each both science and
art, and followed in order to accomplish
predetermined objectives.”

3.  According to FW. Taylor, “Management is
the art of knowing what you want to do and
then seeing that they do it in the best and the
cheapest way.”

4.  According to Peterson and Plowman,
“Management may be defined as the process
by means of which the purpose and objectives
of a particular human group are determined,
clarified and effectuated.”

5.  According to Henry Fayol, “To manage is
to forecast and to plan, to organize, to
command, to coordinate and to control”.

6. According to Peter Drucker,
“Management is a multipurpose organ that
manages business and manages managers
and manages workers and work”.

7. According to Mary Parker Fallett,
“Management is the art of getting things done
through people”.

1 J

Rahul Publications



MBA (JNTU - HYD)

| YEAR | SEMESTER

1.1.1 Features of Management

Q2. Explain the features of management.

AnS :

The nature of management has the following

features.

1.

Universal Process

Management is universal in nature; itis applied
in all types of process like commercial, social
or political. Management exists everywhere
in universe. The basic principles of
management can be applied everywhere,
whether they are business or non-business
organization.

Continuous Process

Management is a never ending process.
Management is a continuous process because
it always carries the past decisions for the
future course of action to achieve organization
goals.

Multidisciplinary Method

Management is basically multidisciplinary; it
depends on the proper knowledge and skill
of various disciplines such as economics
statistics, anthropology, psychology, sociology
etc.

Group Activity

Management requires the use of group-efforts
to achieve their goal. Management is a vital
part of group activities. Management unites
with their goal what they cannot achieve
individually.

Intangible Force

Management is intangible. It is an unseen
force, but its presents seem in the form of
results.

Social Management

Management is a social process in nature, it

10.

Coordinating Force

Management cannot do anything by them.
They should get their work done by
organization’s member. In the any
organization, management coordinates the
efforts of human recourse through orderly.

Goal Oriented

Management is a goal oriented in nature. It
works only to achieve particular goal which
decide by the organization.

Relative, Not Absolute Principles

Management principles are relative not
absolute, because they should be applied
according to need and condition of the
organization.

An Integrative Method

Management integrated the living and
nonliving resources to achieve the desired
goal.

1.1.2 Objectives of Management

Q3. What are the objectives of Management?

Ans :

The primary objective of management is to

run the enterprise smoothly. The profit earning
objective of a business is also to be kept in mind
while undertaking various functions.

Following are the broad objectives of

management:

1.

Proper Utilization of Resources

The main objective of management is to use
various resources of the enterprise in a most
economic way. The proper use of men,
materials, machines and money will help a
business to earn sufficient profits to satisfy
various interests. The proprietors will want
more returns on their investments while
employees, customers and public will expect
a fair deal from the management. All these
interests will be satisfied only when physical
resources of the business are properly utilized.

Improving Performance

Management should aim at improving the
performance of each and every factor of
production. The environment should be so

essentially involves managing people, it | 2.
concern to developing, retaining and
motivating people at work place and also care
of their satisfaction.
{ 2}
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congenial that workers are able to give their
maximum to the enterprise. The fixing of
objectives of various factors of production will
help them in improving their performance.

3.  Mobilizing Best Talent

The management should try to employ
persons in various fields so that better results
are possible. The employment of specialists
in various fields will be increasing the
efficiency of various factors of production.
There should be a proper environment which
should encourage good persons to join the
enterprise. The better pay scales, proper
amenities, future growth potentialities will
attract more people in joining a concern.

4.  Planning for Future

Another important objective of management
is to prepare plans. No management should
feel satisfied with today’s work if it has not
thought of tomorrow. Future plans should
take into consideration what is to be done
next. Future performance will depend upon

present planning. So, planning for futuredis = 3.

essential to help the concern.

1.1.3 Scope of Management

Q4. Describe the scope of management.

AnS :

The scope of management is very wide. So,
it is very difficult to state the scope of management
precisely. However the following aspects may be
included in it.

1. Subject Matter of Management

Planning, organizing, staffing, directing,
coordinating, motivating and controlling are
main functions of management. Innovation,
representation, decision making and
communication are the subsidiary functions
of management.

2. Functional Areas of Management

(i) Financial Management : It includes
cash management, planning forecasting,
budgeting, cost control, management
accounting, pricing, sources of finance
etc.

(if) Marketing Management : Includes
marketing plans, branding. Packaging
and labeling, product analysis, research,
product innovations, price determination,
promotion, advertising, distribution,
marketing research transportation and
insurance.

(iii) Production Management : Includes
production planning and control,
materials management, scientific
purchasing, inventory control, storage
and warehousing.

(iv) Human Resource Management :
Includes personnel management,
recruitment, selection, placement,
training and development, motivation,
performance appraisal, compensation;
settling personnel disputes, turnover
worker participation in management and
trade unions.

Interdisciplinary Approach

In order Management is a body of discipline
that takes the help of other social sciences
like psychology, sociology, engineering,
economics etc. This indicates that in order to
have a correct understanding of the
management principles and practices, a study
of commerce, economics, sociology,
psychology and mathematics is essential.

Universal Phenomenon

Management is a Universal phenomenon or
process as it is not only present or concerned
in/with business undertakings, but also in
political, religious, charitable, armed force and
even educational institution. In fact
management is present where ever there is
human activity. In short, it is present at all
spheres of life. No doubt, there may be slight
variations in approach and style of
management from concern to concern but
the basic aspect of carrying out management
is the same everywhere.

3 J
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Q5. Explain different levels of managers.
Ans :

In most business organizations, three broad
levels of management can be identified.

Top
Management
Chief

Executive

Middle
Departmental Management
Heads
Lower
Supervisors Management

Management pyramid

1. The top level management

It constitutes the chief executive and the
directors. At this level, the mission, goals, and
corporate strategies are formulated. Long
term plans are made. Major policy decisions
are taken. Basic organization structure (this
explains number of departments in the
organization, number of people at each level,
authority relationships, and so on) is outlined.
The employees are adequately motivated to
strive for meeting organizational objectives.
The performance of the middle level
managers is evaluated and controlled by the
top management.

The time horizon for this level of
management is often 5-10 years. In business
organizations, the top management is solely
responsible to the shareholders for the
conduct of the business and also for the
welfare of all employees.

2. Middle level management

It is responsible for carrying out the decisions
and policies made by the top management.
It includes departmental managers, functional
managers such as marketing manager,
production manager, and others. Here, the
managers plan, organize, direct, and control
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for the activities within their respective
departments only. The time horizon for this
level of management is commonly one year.
They are responsible to their superiors for the
operations of their department or unit only.

3. Lower level management

It is also called operational level, which
includes foremen, supervisors, and the like.
Managers at the operational level supervise
their workers in their day-to-day tasks. As a
part of this, they plan (make targets and
schedules), organize (allocate task and time
to meet daily targets), direct (instruct and
motivate the employees to do the job better),
and control (ensure that the work is completed
satisfactorily according to the schedules). The
time horizon for this group may vary
accordingly: between a week and a month.
They. are responsible for the work of all the
employees under them.

Q6.

Define management process. What are
its elements?

Ans : (Nov.-21, May-19, June-18, Imp.)

Process management is the ensemble of
activities of planning and monitoring the
performance of a business process. The term usually
refers to the management of business processes and
manufacturing processes. Business process
management (BPM) and business process
reengineering are interrelated, but not identical.

Definition of Management Process

According to D. E. McFarland,
“Management is the distinct process by which the
managers create, direct, maintain and operate
purposive organization through systematic, co-
coordinated and cooperative human efforts”.

According to Gemp R. Terry,
“Management is a distinct process consisting of
planning, organizing, actuating and controlling,
performed to determine and accomplish objectives
by the use of people and other resources”.
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Elements of Management Process
1. Planning

>

Planning is the primary function of
management. It involves determination
of a course of action to achieve desired
results/objectives.

Planning is the starting point of
management process and all other
functions of management are related to
and dependent on planning function.

Planning is the key to success, stability
and prosperity in business. It acts as a
tool for solving the problems of a
business unit. Planning plays a pivotal
role in business management It helps to
visualize the future problems and keeps
management ready with possible
solutions.

2.  Organizing

>

Organizing is next to planning. It means
to bring the resources (men, materials,
machines, etc.) together and use them
properly for achieving the objectives.
Organization is a process as well as.it isa
structure.

Organizing means arranging ways and
means for the execution of a business
plan. It provides suitable administrative
structure and facilitates execution of
proposed plan.

Organizing involves different aspects
such as departmentation, span of
control delegation of authority,
establishment of superior-subordinate
relationship and provision of mechanism
for co-ordination of various business
activities.

3.  Staffing

>

>

Staffing refers to manpower required for
the execution of a business plan.

Staffing, as managerial function, involves
recruitment, selection, appraisal,
remuneration and development of
managerial personnel. The need of
staffing arises in the initial period and
also from time to time for replacement
and also along with the expansion and
diversification of business activities.

>

>

Every business unit needs efficient, stable
and cooperative staff for the
management of business activities.

Manpower is the most important asset
of a business wunit. In many
organizations, manpower planning and
development activities are entrusted to
personnel manager or HRD manager.

‘Right man for the right job’ is the basic
principle in staffing.

Directing (Leading)

>

Directing as a managerial function, deals
with guiding and instructing people to
do the work in the right manner.

Directing/leading is the responsibility of
managers at all levels. They have to work
as leaders of their subordinates. Clear
plans and sound organization set the
stage but it requires a manager to direct
and lead his men for achieving the
objectives. Directing function is quite
comprehensive. It involves Directing as
well as raising the morale of
subordinates.

It also involves communicating, leading
and motivating. Leadership is essential
on the part of managers for achieving
organizational objectives.

Co-ordinating

>

Effective co-ordination and also
integration of activities of different
departments are essential for orderly
working of an Organization. This
suggests the importance of coordinating
as management function.

A manager must co-ordinate the work
for which he is accountable. Co-
ordination is rightly treated as the
essence of management. It may be
treated as an independent function or
as a part of organisms function.

Coordination is essential at all levels of
management. It gives one clear-cut
direction to the activities of individuals
and departments.

It also avoids misdirection and wastages
and brings unity of action in the

> J
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Organization. Co-ordination will not
come automatically or on its own Special
efforts are necessary on the part of
managers for achieving such
coordination.

6. Controlling

Controlling is an important function of
management. It is necessary in the case of
individuals and departments so as to avoid
wrong actions and activities. Controlling
involves three broad aspects:

(a) establishing standards of performance,

(b) measuring work in progress and
interpreting results achieved, and

taking corrective actions, if required.
Business plans do not give positive,
results automatically. Managers have to
exercise effective control in order to bring
success to a business plan.

Control is closely linked with other managerial
functions. It is rightly treated as the soul of
management process. It is true that without
planning there will be nothing to control It is
equally true that without control planning will
be only an academic exercise Controlling is a
continuous activity of a supervisory nature.

7. Motivating

»  Motivating 'is one managerial function
in which a manager motivates his men
to give their best to the Organization.

It means to encourage people to take
more interest and initiative in the work
assigned. Organizations prosper when
the employees are motivated through
special efforts including provision of
facilities and incentives.

Motivation is actually inspiring and
encouraging people to work more and
contribute more to achieve
organizational objectives. It is a
psychological process of great
significance.

8. Communicating
» Communication (written or oral) is
necessary for the exchange of facts,

opinions, ideas and information
between individual’s and departments.

(©)
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In an organization, communication is
useful for giving information, guidance
and instructions. Managers should be
good communicators. They have to use
major portion of their time on
communication in order to direct,
motivate and co-ordinate activities of
their subordinates.

People think and act collectively through
communication.

According to Louis Allen, “Communi-
cation involves a systematic and
continuing process of telling, listening
and understanding”.

I 1.3 MANAGEMENT FUNCTIONS

Q7. Explain various functions of manage-
ment.

AnS : (Aug.-21,Jan.-20,May-19,Jan.-18, Imp.)
Functions of Management

Management is considered to be process and
identification of the basic functions is necessary.
These basic functions describe the job of manage-
ment. The basic function of management are,

1. Planning
Organizing
Staffing
Directing
Coordination
Controlling and

No g s~ DN

Decision-making.
1. Planning

Planning is outlining what, how, where, when
and by whom, a task is to be achieved. Everything
is planned before and a blue print is prepared.
Planning is the opposite of random action. Hence,
as far as possible a definite programme of action is
made. But because it refers to the future and the
future is uncertain, the management takes help from
research, facts and trend forecasts. Again planning
is the pre-action stage and it is the basis of all future
actions. Therefore, it states clearly what, how, where,
when and by whom the various business activities
are to be performed.
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Elements of Planning
(i)  Forecasting

These are predictions which are based on the
past and present data The process of
preparing forecasts is called forecasting.

(if) Objectives

They are the end towards which the activities
of the enterprise are aimed. Objectives are
decided by the top management which are
considered as targets and aims of planning.
They are fixed in nature.

(iii) Policies
They specify what can be done or what
cannot be done to achieve the given
objectives.

(iv) Strategies

These refer to the course of action to be
adopted and followed for the achievement
of long- term and short-term objectives.

(v) Budgets

These are the plans giving details such as
expense budget, sales budget etc.

2.  Organizing

Organizing involves identification of activities
required for the achievement of objectives of the
firm and implementation of plans. Organizing is the
function of making arrangement for all the necessary
resources required to work for achieving the
objectives. It means making arrangements for all
six M’s (money, men, machines, material, marketing
and managing) of business, therefore it involves the
following steps.

(a) Activities determination.

(b) Staff recruitment.

(c) Work allocation.

(d) Authority and duty determination.
(e) Power delegation.

Thus, organization prepares a stage for taking
necessary actions.

3.  Staffing

After the objectives have been formulated for
the achievement of objectives, the next step in the
management process is to procure suitable
personnel for manning the jobs. So staffing is the
function which enables the recruitment of suitable
personnel.

Staffing consists of various sub-functions like,

»  Manpower planning which decides the
number and the kind of personnel
required.

» Recruitment is a sub-function which
attracts suitable number of potential
employees to seek jobs.

»  Selection of the most suitable persons.
»  Placement, induction and orientation.

» Training
employees.

and..development of

4. Directing

Directing consists of guiding and supervising
the subordinates in activities. Management means
getting work done by others i.e., the subordinates
have to be properly guided and supervised in their
respective jobs so that the common goal is achieved.

Directions are not only to be given but also
to be obeyed. Hence, they must be definite, clear
cut, under-standable, communicable and
practicable. Direction sets the organization in action.

5.  Controlling

Controlling consists of making the results tally
with targets or achieving close correspondence
between plans and performance. The process of
measuring the current performance of the
employees and assess whether the given objectives
are achieved or not.

The various steps in controlling includes,
(a) Establishment of standard works.
(b) Assessment of actual work.

(c) Determination of deviation.

(d) Corrective action.

Controlling brings results nearer to the targets.

(7 )
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6. Coordinating

Coordinating means achieving team spiritand
unity of action among the subordinates for achieving
the common business objectives. In a business unit,
hundreds of persons are busy in numerous different
jobs in various works in so many different places.
But all are individually and collectively working for
the same objective, called coordination. Need of
coordination arises particularly because of the
existence of,

(@) Numerous persons at work.

(b)  Sub divisions and complexity of work.

(c) Delegation of authority and responsibility.
(d) Chances of differences between executives

and specialists.

All these and similar factor’s make
coordination by the manager very necessary.

The following are useful tools to achieve
coordination.

of two or more alternative solutions. It can be easily
shown how decision- making covers all the earlier
discussed functions. For example, planning means
selecting one future course of action out of various
alternative courses. Again business can be in a
number of alternative ways. Organizing implies
selecting one out of these. The same applies in
respect of other functions like directing, controlling,
motivating and coordinating. Therefore, decision-
making summarizes all the managerial functions.

I 1.4 KiNnDs oF MANAGERS

Q8. Explain briefly about the classification
of manager.

AnS :

The managers are responsible for performing
the management process. The following are the
various types of managers,

(Jan.-20)

1. "Managers based on management levels,

(@)

First line managers

(i)  Clarify the objectives, which is the basic guide | (b) Middle managers

for worker. (c) Top managers.
(i) Clarification of authority and responsibility of | 2. Functional and General managers

every subordlngte s0 that he knows his specific Line and Staff managers

duties and obligations.
_ > 4.  Product, Process and Geographical area
(iii) Effective communication between the managers

executive and his subordinates and also ]

amongst subordinates themselves so that a 5. Taskand Project managers

good relationship is maintained. Self and Team managers.
(iv) Good human relationship of the manager with | 1.  Managers based on Management Levels

his subordinates. Based on management levels, managers are
(v)  Cooperation both amongst the subordinates | classified into three,

and between the executives and subordinates. | (a) First Line Managers
7. Decision-making First Line or first level management is the

Decision-making is the most comprehensive lowest level of management in an
and all embracing function of management. The organization, at which the individuals are
modern trend is to include the detailed functions of responsible for f[he W_Ork Qf others. These
planning and organizing in this one single function managers pr0VIdIe d'reCt'%nl tokthfe norr:—
or to treat these various functions, different aspects m;magement empfo;r/]ees and look & t_?_rht ©
of this same single function called decision-making. other managerito t ﬁ (c)jrga‘nlza.\;uon. ese
Decision-making means selecting one alternative out ma‘nagers are often cafie ’as unitmanagers

or ‘department managers’.
{ 8 }
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(b) Middle or Second-level Managers

These managers perform the dual function
of directing the lower-level managers, as well
as operating the employees at other levels.
The primary responsibility of middle
managers is to direct the activities which
executes their organizational policies and to
balance the demands of their managers with
the capacities of their employees.

(c) Top Managers

These managers are responsible for the overall
management of an organization. Top
managers are also called as ‘executives’. They
develop policies and guides the interactions
of the organization with the environment.
These managers are often entitled to the
positions of Chief Executive Officer’,
‘President’ and ‘Vice-president’.

2. Functional and General Managers

A functional manager is assigned with the task
related to a specific business area, such as
production, marketing or finance. These managers
oversees the specialized business function areas.
These managers are classified based on their area
of specialized activity.

In contrast to this, a general manager oversees
a complex unit such as a company, a subsidiary, or
an independent operating division. They are
responsible for all the activities of that unit. These
managers have a varied scope of activities for
supervising and performing.

3. Line and Staff Managers

‘Line managers’ are those managers who
undertake the direct responsibility of producing the
organization’s product line or service line. These
managers have considerable command authority.
They guide and command their subordinates by
explaining “what to do”, “ how to do” and “when it
should be done”.

‘Staff managers’ undertake the responsibility
of supporting the line managers. They do not
possess command authority, but are influential due
to their personal skills and knowledge. The line
managers undertake decision making and actions
while the staff managers advice them for their line
of actions.

4.  Product, Process and Geographical Area
Managers

The managers who are assigned with the
responsibility of undertaking the organizational
divisions of products are called product managers.

When the organizational division is done on
the basis of the processes undergoing in the
organization then the organizational division
employs a process manager for each process
division.

When a business is divided due to the
expansion in different territories, then the
geographic area managers or territory managers are
employed for undertaking the responsibility of all
the activities of the organization in that territory.

5. Task and Project Managers

Task managers are those individuals who are
responsible for-a particular task which is assigned to
them. Project managers undertake special projects
which needs to be completed. Task managers
develop plans for guiding the completion of projects.
They build project teams, manage daily activities
and wrap up the work when the project is
completed.

6. Self and Team Managers

The individuals who tend to plan, resolve
problems, make decisions, and control their own
work activities are referred as self managers.

Team managers are the managers who
undertake the responsibility of controlling and
facilitating group performance activities. Team
managers spend significant amount of time on
problem solving, decision making, planning and
controlling their entire team.

1.5 MAaNAGERIAL RoLES & SKiLLS I
Q9. Comment on different managerial
roles.
Ans : (Nov.-20, May-19, Jan.-18, Imp.)

Managers perform different roles formal
authority gives rise to three inter-personal roles and
three informational . The two sets of roles enable
the manager to play the four decisional roles.

2 J

Rahul Publications



MBA (JNTU - HYD)

| YEAR | SEMESTER

1. Interpersonal Roles

Formal authority and
status

Interpersonal Roles
* Figurehead

* Leader

* Liaison

Informational Roles
* Monitor

« Disseminator

» Spokesman

Decisional Roles
e Enterpreneur

¢ Disturbance Handier

¢ Resource Allocator
* Negotiator

Fig

The important interpersonal roles of managers are:

. - Roles of a Manager

(@) Figurehead Role: Managers perform the duties of a ceremonial nature as head of the
organization, a strategic business unit or department. Duties of interpersonal roles include
routine, involving little serious communication and less important decisions. However, they
are important for the smooth functioning of an organization or department.

(b) Leader Role: The manager, in charge of the organization/department, coordinates the work
of others and leads his subordinates. Formal authority provides greater potential power to
exercise and get the things done.

(c) Liaison Role: As the leader of the organization or unit, the manager has to perform the
functions of motivation, communication, encouraging team spirit and the like. Further, he has
to coordinate the activities of all his subordinates, which involves the activity of liaison.

2. Informational Roles

Manager emerges as the nerve centre of his organization/department in view of his interpersonal
links with his subordinates, peers, superiors and outsiders. Therefore, the manager has to play the
informational role effectively to let the information flow continuously from one corner of the

organization to other corner.

The information roles of a manager include:

(&) Monitor’s Role: As a result of the network of contacts, the manager gets the information by
scanning his environment, subordinates, peers and superiors. Managers mostly collect
information in verbal form often as gossip, hearsay, speculation and through grapevine channels.
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(b) Disseminator’s Role: The manager

(©)

disseminates the information which he
collects from different sources and
through various means. He passes some
of the privileged information directly to
his subordinates, who otherwise have no
access to it. The manager plays an
important role in disseminating the
information to his subordinates, when
they don’t have contact with one
another.

Spokesman’s Role: Some insiders
and/or outsiders control the unit/
department or the organization. The
manager has to keep them informed
about the developments in his unit. He
has to keep his superior informed of
every development in his unit, who in
turn inform the insiders and outsiders.
Directors and shareholders must be
informed about financial performance.
Customers must be informed about the
new product developments, quality
maintenance, government officials about
implementation of law etc.

Decisional Roles

Information is an important and basic input
to decision-making. The managers play a
crucial role-in decision-making system of the
unit. Only-the manager can commit the
department to new courses of action and he
has full and current information to initiate and
implement the decisions that determine the
department’s or organizational strategy. The
decisional roles of the manager are:

(@)

Entrepreneurial Role: As an entre-
preneur, the manager is a creator and
innovator. He seeks to improve his
department, adapt to the changing
environmental factors. The manager
appreciates new ideas and initiates new
developmental projects.

According to Peter F. Drucker,
“The manager has the task of creating a
true whole that is larger than the sum of
its parts, a productive entity that turns
out more than the sum of the resources
put into it”.

(b)

(©)

(d)

Disturbance Handler Role:
Entrepreneurial role describes the
manager as the voluntary initiator of
change, the disturbance handler role
presents the manager as the
involuntarily responding to pressures.
Pressures of the situation are severe and
highly demand the attention of the
manager and as such the manager
cannot/ ignore the situation. For
example, workers’ strike, declining sales,
bankruptcy of a major customer etc.

The manager should have enough
time in handling disturbances carefully,
skilfully and effectively.

Resource Allocator’s Role: The most
important resource that a manager
allocates to his subordinates is his time.
He should have an open-door policy
and allow the subordinates to express
their opinions and share their
experiences. This process helps both the
manager and his subordinates in making
effective decisions. In addition, the
manager should empower his
subordinates by delegating his authority
and power.

Negotiator’s Role: Managers spend
considerable time in the task of
negotiations. He negotiates with the
subordinates for improved commitment
and loyalty, with the peers for
cooperation, coordination and
integration, with workers and their
unions regarding conditions of
employment, commitment, productivity
and with the government about
providing facilities for business expansion
etc.

Q10. What are the Managerial Skills? Who
should have more of conceptual skills.

AnS :

(Nov.-20, Jan.-20, Imp.)

According to Robert L.Katz, There are

three types of managerial skills viz., technical skills,
human skills and conceptual skills. Fig. presents the

managerial skills.

|' 11 |I
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Managerial Skills at
Different Levels

I
y ' y
Technical Conceptual

Skills Human Skills Skills

1. Technical Skills

Technical skills are the proficiency in working
with machines, tools and techniques in human
resource management, financial management
marketing management “and’ production
management. “Managers at all levels should
possess technical skills. Those at the lower
level should possess more of technical skills
whereas managers at the top level possess
less technical skills compared to those at
middle and lower levels.

2. Human Skills

Human skills include the ability to work with
people tactfully, interpersonal proficiency,
ability to build, maintain and work.in teams
and create an open environment. Managers
at all levels should possess these skills.

3.  Conceptual Skills

Conceptual skills include the ability to draw
the total, integrated, comprehensive and the
macro view of the company, situations and
the ability to develop solutions for the
probable problems and challenges. Top level
managers should possess more of conceptual
skills compared to those of lower level
managers.

Q11. Explain the Challenges of
Management.

AnS :

The various challenges to be faced by a
manager are as follows:

(i)  Stooner says that, “Manager is a person
responsible to help an organization to achieve
their goals”.

(i) A manager, to effectively manage, should
possess the following qualities.
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(iii)

(iv)

(v)

(vi)

(vii)

Quality of character and general personality
traits like self-confidence, patience, sense of
humor, emotional stability, enthusiasm for
performing activities, flexibility and
adaptability.

Effective leadership qualities and should be
ready to administer the activities properly.

High motivation and ability to motivate others
by his actions.

Knowledge of the whole business and
activities going on in it.

Capability to effectively utilize the available
resources.

(viii) Ability to assess the external environment

perfectly and be ready for facing the threats
of competition.

He should be capable of performing the

following roles :

(@)

(b)

(©)

(d)

(e)

®

Figure Head

Performal ceremonial activities and social
duties as the representative of the
organization.

Liasion

Communicating and cooperating with the
people both internal and external to the
organization.

Recipient

Should receive the information about the
activities of organization and take necessary
actions.

Disseminator

Pass on the information to the subordinates
regarding decision-making.

Spokesperson

Passing on the necessary information to those

external to the organization as an
organizational representative.

Resource Allocator

Allocating the resources like money, men,
machines and material for the
accomplishment of organizational goals.
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(g) Disturbance Handler
Should be capable of handling the
disturbances if any in the functioning of the
organization.

(n) Negotiator
Should possess the ability to deal with various
people, groups in the organization.

1.6 EvoLuTtioN oF MANAGEMENT I
Q12.Briefly explain the evolution of
management.

AnS :

The evolution of management thought can
be studied under the following headings:

1.  Pre- scientific management period.

2. Early management approaches represented
by scientific management, process
management theory and human relations
movement.

3.  Modern management approaches
represented by behavioral science movement,
quantitative approach, systems approach etc.

1. Pre-scientific Management Period

The real development of management
thought began with the scientific management
approach stated by Taylor, though some of the
concepts have been developed by thinkers earlier
to Taylor. Early management thoughts have come
from the Roman Catholic Church, military
organizations, the Cameraliasts, a group of German
and Austrian public administrators and intellectuals
from the sixteenth centuries. Their concepts of
management were mostly related to the principles
of specialization, selection of subordinates and their
training and simplification of administrative
procedures.

In the later period, contributions were made
by Charles Babbage, James Watt and Robinson
Boulton, Robert Owen, Towne and Simon.

Charles Babbage was professor of
Mathematics at the Cambridge University and he
suggested the use of accurate data obtained through
rigid investigation in the management of an
undertaking. James Watt Junior (1796-1848) and
Robinson Boulton (1770-1842) used the

management techniques such as market research
and forecasting, production planning, planned
machine layout, standardization of components and
parts, elaborate statistical records, maintenance of
control report, cost accounting data, provision of
welfare of personnel etc. Robert Owen (1771-
1858) managed a group of textile mills in Scotland
and is well known as the promoter of co-operative
and trade union movements in England. Henry S.
Simon was one of those effective thinkers who
advocated that in economic and social systems, the
role of capital is constructive, creative and
entrepreneurial other than of exploiting the
resources for its own benefit.

The contributions of management thinkers
started above were limited mostly to the field of
developing the concept to make resources more
effective at the shop floor levels. These contributions
were made bit by bit and in a haphazard manner
and have failed to stimulate management as a distinct
discipline for further study. However, the various
ideas started by them have created awareness about
managerial problems. A stage was set by the end of
the nineteenth century for making a systematic study
of management and a beginning was made by
Fredrick Taylor at the beginning of the present
century whose thoughts came to be known as
Scientific Management.

2. Early Management Approaches
(@) Scientific Management

» EW Taylor, Gilberth, Lillian Gilberth,
Gantt and others have made
tremendous contributions to the
concept of scientific management. Of all
these persons, Taylor’s contribution is the
most significant and because of this, he
is considered as the father of scientific
management. We shall give here the
contributions of Taylor and some
others.

»  Fredrick Winslow Taylor (1865-1915)
worked as a chief engineer in the
Midvale Steel Works where he joined as
a worker. Afterwards, he worked in the
Bethlehem Steel Works and after
retirement from his concern, he worked
as a consultant.

'| 13 j
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b)

>

Taylor, the founder of scientific
management movement, states that the
object of management should be to
secure the maximum prosperity for each
employer, coupled with the maximum
prosperity of each employee.

According to Taylor, scientific
management, in its essence, consists of
a certain philosophy which results in the
combination of four great principles of
management, viz., the development of
true science, the scientific selection of
workers, their scientific selection and
development, intimate and friendly co-
operation between the management
and their workmen.

When management of a business unit is
based on a systematic study and analysis
of various aspects of work involved with
a view to find out the best way of doing
things, we call it scientific management
of business.

Broadly speaking, scientific
management is the art of knowing
exactly what is to be done and the best
way of doing it.

Taylor observed that inefficiency prevails in
the organization because of three causes, viz.,

(@)
(b)

(©)

workers feel that any increase in output
would lead to unemployment,

defective systems of management and
because of these, each worker restricts
his output in order to safeguard his
interests, and

inefficient rule of thumb efforts and
wasting methods of work.

The elements of scientific management are:

(@)
(b)
(©)
(d)
(€)
(f)

determination of the task,

planning of industrial operations,
proper selection and training of workers,
improvement in methods of work,
modification of organization, and
mental revolution.

Process Management (H. Fayol 1841-
1925)

>

Around 1910, H. Fayol, a French
engineer, initiated the administrative
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(@)

(b)
(©)

(d)

(€)

(f)

theory of management (process
management) in Europe.

Sheldon, Mooney and Railey, L.F
Urwick and L.Gulick also contributed a
lot to the administrative theory of
management. This theory is called
process (functional) management and
advocates of this theory belong to the
process school of management.

In 1916, Fayol published his book
“General and Industrial management”
in French, of which later and English
edition was brought out. Fayol identified
management as a separate set of skills
or functions performed by a supervisor
in an organization.

He clearly distinguished the difference
between technical and managerial skills
an emphasized that supervisor should
be efficient in both.

He stated that technical ability is more
dominant at the lower level of
management, whereas managerial
ability is more important at the higher
level of management.

Fayol, in his famous book, stated
fourteen management principles that
can capture the entire flavor of the
process management theory.

Fayol also stated that all operations in
business organizations can be classified
under six heads, viz.,

technical production and manu-
facturing,

commercial (purchases and sales),

financial (financing and controlling of
capital for its optimum use),

security (protection of property and
persons),

accounting (stock-taking, balance sheet,
costing and statistics), and

managerial (planning, organizing,
communicating, co-coordinating and
controlling).

14 J
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¢) Human Relations Movement

>

Elton Mayo, who is considered to be the
founder of human relations movement,
and his associates, conducted the
Hawthorne Studies in the Hawthorne
plant of Western Electric Company, USA
during 1927-1932. They stated that the
employees’ morale had a great influence
on productivity and the manager should
treat them as social beings instead of
economic beings or simply as cogs of a
wheel.

For solving any management problem,
the manager should understand group
attitudes and psychology, as employees
are members of a group.

His approach and theory emphasized
the importance of human and social
factors and also individual as well as
group relationships, while the classical
theory of Taylor and Fayol gave
importance to job content and
management of physical resources.
This theory served to focus attention on
the social side of the work and man, as
opposed to the economical and
technical aspects. This theory is also
criticized on the ground that there is no
direct connection between morale and
productivity, hence the research in
Hawthorne plant had a management
bias, and that the samples were too
small.

In spite of these criticisms, the
contribution of human relations remains
and are being applied even today by
managers.

3. Modern Management Approaches
a) Behavioral Science Movement

>

The behavioral science approach
through its research studies of individual
behavior and motivation indicated that
the relation between morale and
productivity was oversimplified and
there was no direct or deep connection
between morale and productivity.
Behavioral science experts made a
further refinement of human relations
movement and also covered a much
wider scope in interpersonal roles and
relationships.

>

The behavioral science movement
which started after 1940 emphasized the
importance of individuals and their
interpersonal relationship, psychology of
the individuals as related to personal
needs and motivation and motivational
potential in people.

The important contributors to the
behavioral science movement are
A.Maslow, FEHertzberg, V.Vroom and
D.McGregor. While Maslow developed
a need hierarchy to explain human
behavior within an organization,
Hertzberg and Vroom developed
motivational models, which explained
the causes of human behavior and
motivation in business.

Behavioral science movement has
drawn heavily on the work of Maslow
to explain human behavior and the
dynamics of motivation process.
McGregor developed his two theories,
viz., Theory X and Y and also explained
certain basic assumptions about the
human element.

The classical theory reflected almost all
the aspects of Theory X while the
behavioral approach theory of
management reflected almost all the
aspects of Theory Y.

b) Elements of Neo-classical Theories
This theory may be stated as follows.

>

It may be noted here that the theories
started by Taylor and Fayol are called
by some writers as Classical
theories while the theories sated by the
human relations movement and the
behavioral science movement are
called neo- Classical theories.

Henri Fayol, the father of principles of
management, has classified managerial
functions as follows:

a) Planning, including forecasting,
b)  Organizing

c) Commanding

d) Coordinating, and

e) Controlling.

{ 15 )
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I 1.7 THEORIES OF MANAGEMENT I

Q13. Explain various theories of management.

AnS :

The prevalence of management is as old as the human civilization. Its necessity has been especially
felt since man started working in groups. When many people work in a group it becomes very necessary
to manage their activities for their smooth conduct. The form present day management which we see
these days, was not the same in the beginning. Management experts have expressed different views from
time to time. Needless to say that there view are based on their experiments and experience. Some
management experts have given prominence to physical resources, while some others have highlighted
the importance of human resources. In addition to this some management experts have laid stress upon
the system study.

The ideas expressed by all the three about management are associated with decision-making. In
other words, according to the first thought the managers give more importance to the physical resources
while taking decisions. According to the second thought the human resources are preferred to the physical
resources. However, according to the third point of view all the concerned factors are taken into
consideration while taking decision.

The approach to management idealogy continued developing with the presentation of new thoughts.
The process of development of management thought can be divided into three main heads:

1. Classical Approaches
2. Neo-Classical Approaches
3. Modern Approaches

Every approach can be further sub-divided into some branches. The story of the development of
management thought has been shown in the following diagram :

Management Thought
v h 4 v
1. Classical Approaches 2. Neo-Classical Approaches | | 3. Modern Approaches
Scientific Administrative Bureaucratic
Management Management Management
Approach Approach Approach
\ 2 L4
Human Relations Behavioural Science
Approach Approach
\ 2 L 2 v
Quantitative Approach System Approach Contingency Approach
|' 16 |'
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A) Classical Approaches

The classical approach to management started
around the year 1900. The principles developed
under this approach are accepted even today.
Under this approach it is felt that man is an inactive
source of production and it is important to control
him (or this source). It also believes that the
employee is motivated by the economic incentives.
This approach has three branches:

(i) Scientific Management
(i) Administrative Management
(iii) Bureaucratic Management.

They are also called the pillars of the classical
approach.

B) Neo-Classical Approaches

The neo-classical approach to management
developed around the year 1930. The basis of this
approach is the classical approach. Under this
approach, the classical approach has been presented
with some modifications. The main difference
between the classical and neo-classical approach is
regarding the treatment of the human resources.
Under the classical approach, the human resource
is ignored and much importance is given to work
and physical resources. On the other hand, neo-
classical-approach understands the importance of
human resource. Under the neo-classical approach
individual and group relationships have been given
due importance. This approach has two basic pillers.

(i) Human Relations Approach
(i) Behavioural Science Approach.
C) Modern Approaches

The modern approach to management was
developed around the year 1950. This approach is
an improvement upon both the classical and neo-
classical approach to management. This approach
has three basic pillers :

(i) Quantitative Approach
(i) System Approach
(iii) Contingency Approach

1.7.1 Classical Theory of Management
Q14. Outline classical theory of management.

AnS :

The study of management became more
systematis and formal as a by product of the
industrial revolution that took place from the 1700s
through the 1900s. It was necessary to develop
approaches to managing work and people in order
to manage all the new factories that were a central
part of the Industrial Revolution. The classical
approach to management encompasses.

1. Scientific management,
2. Administrative theory and
3. Bureaucratic management

The core of management knowledge lies
within the classical school. Its key contributions are
planning, organizing, leading and controlling. Many
major historical developments in organizations, such
as decentralisation of General Electric (GE) in the
1950s, were based on classical principles.

The classical school provides a systematic way
of managing people and work that has proven
useful over time and represents its major strength.
Its major limitation is that its sometimes ignores
differences among people and situation. For
example, some of the classical principles for
developing an organization are not well suited to
fast-changing situations. Classical theorists
formulated principles for setting up and managing
organizations. These views are labelled “classical”
because they form the foundation for the field of
management thought. The major contributors to
the three schools of management though - scientific
management, administrative theory, and
bureaucratic management are Frederick W. Taylor,
Henry Fayol and Max Weber respectively.

Q15. Explain the Weber’s theory of
bureaucratic administration. State its
features, advantages and disadvant-
ages.

AnS :

Weber’s Theory and Bureaucratic Adminis-
tration

Max Weber, the father of bureaucracy was a
German sociologist who studied various business

(17 )

Rahul Publications



MBA (JNTU - HYD)

| YEAR | SEMESTER

and government organizations and identified 3 basic
forms of business administration such as leader
oriented, traditional-oriented and bureaucratic
administration. Leader-oriented administration does
not involve the delegation of management functions
whereas, in traditional-oriented administration
managerial positions are passed on from one
generation to another.

The most important and ideal form of
administration is bureaucratic administration
wherein the delegation of management
responsibilities is permissible only to those persons
who are capable and have the ability to hold the
position.

Features of Bureaucratic Administration

Some of the features of bureaucratic
administration are,

1.  Greater Emphasis on the Compliance of
Standard Rules

Weber suggested that the authority in an
organization must be managed by following
standard rules. The institutional goals must
be given prior importance over the
personality goals which enables the manager
to equally treat all the subordinates. It also
helps them to take up decisions by predicting
the future courses of action.

2. Systematic Division of Work

Bureaucratic administration is characterized
by the systematic division of work which helps
in improving the quality process by increasing
the efficiency.

3. Follows the Principle of Hierarchy

In bureaucratic administration, principle of
hierarchy, is followed wherein, each office at
lower level is supervised and controlled by
the higher authorities.

4. Knowledge and Training in the

Application of Rules

In bureaucratic administration, it is essential
to provide knowledge and training to the
individuals on the application of rules.
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5. Maintaining Record of Administrative
Acts, Decisions and Rules

The maintenance of record makes the
organization to be self dependent rather than
to depend, on others. It also provide clear
and accurate understanding of all the
concepts of management to its people.

6. Rational Personnel Administration

Depending on the credentials and merit,
people are selected and their remuneration
is fixed on the basis of their position in the
hierarchy. Promotions are done systematically
where focus is on gaining loyalty and
commitment of people.

Advantages of Bureaucratic Administration

The following are the advantages of Weber’s
theory of bureaucratic administration,

1.  Specialization

Bureaucracy forms the basis for dividing work
of the organization into various functional
departments. This helps the people to
specialize in their respective fields thereby
discharging effective performance.

2. Rationality

Bureaucracy develops rationality in an
organization wherein judgements are made
based on objectives and agreed criteria. In
order to offer form or substance to an
organization, bureaucracy formulates the
duties, responsibilities and reporting
relationships in a command hierarchy. This
logical designing of activities helps in the
implementation of assigned tasks in an
organized manner.

3. Predictability

The predictability and stability of an
organization are mainly dependent on the
rules, regulations, training, specialization,
structure and other components of
bureaucracy.




UNIT - |

MANAGEMENT AND ORGANIZATIONAL BEHAVIOR

Democracy

In bureaucratic organizations, the decisions
are usually made based on predetermined
criteria. Bureaucracy does not consider
patronage, favouritism and other arbitrary
bases because every citizen has a right to be
trained, applied and be selected for a specific
job based on their respective qualifications.

Disadvantages of Bureaucracy Administration

Some of the disadvantages of bureaucratic

administration are,

1.

Overconformity to Rules

In a bureaucratic organization, employees
follow “stick to the rule” policy as they assume
that a penalty will be charged for violating
such rules. So, they only comply with the
word of law rather than understanding the
true meaning behind such words.

Buck-Passing

In a bureaucratic organization, initiatives of
people are restrained because in the absence
of rules, employees, either postpone their
decisions.or shift them to others.

Categorization of Queries

In a bureaucratic organization, the possible
queries which may come from outside have
beencategorizedin advance. Managers need
to be prepared with the answers for such
queries. If any variation exists between the
queries within a category then they will be
neglected.

Displacement of Goals

In a bureaucratic organization, displacement
of goals is a common phenomenon which
u