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Syllabus

[50 Lectures: 3 Credit]

e To provide a basis of understanding to the students with reference to working of Business
Organizations through the process of Management.

e Toinculcate the managerial skills of planning, organizing, and controlling and to teach how
it can be executed in avariety of circumstances and apply concepts of strategic and tactical
organizational planning.
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Unit | NATURE OF MANAGEMENT 10
Management: Concept, Significance, Role & Skills,
Levels of Management, Concepts of PODSCORB, Managerial Grid.
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Unit 11 PLANNING AND DECISION MAKING 12

Planning: Meaning, Importance, Elements, Process, Limitations and MBO.
Decision Making: Meaning, Importance, Process, Techniquesof Decision Making
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practical approach.
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INTRODUCTION

A business develops in course of time with complexities. With the increasing of complexities,
managing the business concern becomes a difficult one. The need of existence of management has
increased tremendously. Management is not only essential to business concerns but also essential to
Banks, Schools, Colleges, Hospitals, Hotels, Religiousbodies, Charitable trustsetc. Every business unit
has objectives of its own. These objectives can be achieved with the co-operative efforts of several
personnel. Thework of anumber of personsare properly co-ordinated to achieve the objectivesthrough
the process of management. According to E. Demock, “the management is not a matter of pressing a
button, pulling a lever, issuing orders, scanning profit and loss statements, promulgating rules and
regulations. Rather it isthe power to determine what shall happen to the personalities and happiness of
entire people, the power to shape the destiny of a nation and of all the nations which make up the
world”. Peter F. Drucker has stated in his famous book “The Practice of Management” that, “the
emergence of management as an essential, a distinct and leading social institution is a pivotal eventin
social history. Rarely has anew basic ingtitution, a new leading group, emerged as fast as management
since the turn of this century. Rarely in human history has a new institution proved indispensable so
quickly and even less often has a new ingtitution arrived with so little opposition, so little disturbance
and so little controversy”.

MEANING OF MANAGEMENT

Management isthe art of getting things done by a group of people with the effective utilisation of
available resources. An individual cannot be treated as a managing body running any organisation. A
minimum of two persons are essential to form a management. These persons perform the functionsin
order to achieve the objectives of an organisation.

DEFINITION OF MANAGEMENT

Peter F. Drucker defines, “Management is an organ; organs can be described and defined only
through their functions.”

According to Terry, “Management is not people; it isan activity like walking, reading, swimming
or running. People who perform management can be designated as managers, members of management
or executive leaders.”

Ralph C. Davis has defined Management as, “ Management is the function of executive leadership
anywhere.”

AccordingtoMc Farland, “ Management i sdefined for conceptual, theoretical and analytical purposes
asthat process by which managers create, direct, maintain and operate purposive organisation through
systematic, co-ordinated co-operative human effort.”

LouisAllan, “Management is what a manager does.”

Henry Fayol, “ To manageisto forecast and plan, to organise, to compound, to co-ordinate and to
control.”

Harold Koontz says, “Management isthe art of getting things done through and with an informally
organized group.”
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William Spriegal, “Management isthat function of an enterprisewhich concernsitself with direction
and control of thevariousactivitiesto attain business objectives. Management isessentially an executive
function; it deals with the active direction of the human effort.”

Ross Moore states, “ Management means decision-making.”

Stanley Vance, “In essence, management is simply the process of decision making and control
over the action of human beings for the express purpose of attaining pre-determined goals.”

Donald J. Clough, “Management isthe art and science of decision making and leadership.”

Kimball and Kimball, “Management embraces all duties and functionsthat pertain to the initiation
of an enterprise, its financing, the establishment of all major policies, the provision of al necessary
equipment, the outlining of the general form of organisation under which the enterprise is to operate
and the selection of the principal officers.”

Sir Charles Reynold, “Management is the process of getting things done through the agency of a
community. The functions of management are the handling of acommunity with aview to fulfilling the
purposes for which it exists.”

Joseph L. Massie, “Management is the process by which a co-operative group directs actions
towards common goals.”

Elmore Peterson and E.G. Plowman, “ Management isatechnique by means of which the purposes
and objectives of a particular human group are determined, clarified and effectuated.”

E.F.L. Brech, “Management is concerned with seeing that the job getsdone, itstasks all centre on
planning and guiding the operations that are going on in the enterprise.”

Mary Cushing Niles, “Good management or scientific management, achieves a social objective
with the best use of human and material energy and time and with satisfaction for the participants and
the public.”

S. George, “Management consists of getting things done through others. Manager is one who
accomplishes the objectives by directing the efforts of others.”

James D. Mooney and Alan C. Reiley, “Management isthe art of directing and inspiring people.”

F.W. Taylor, “Management is the art of knowing what you want to do and then seeing that it is
donein the best and cheapest way.”

Lawrence A. Appley, “Management is the art of getting things done through the efforts of other
people. It concerns itself with guiding human and physical resources into a dynamic, hard-hitting
organisation unit that attains its objectivesto the satisfaction of those served and with a high degree of
morale and sense of attainment on the part of those rendering the services’.

R.M. Currie, “The organisation and control of human activity are directed towards specific ends.”

John F. Meg, “Management is the art of securing maximum results with a minimum of efforts so
as to secure maximum prosperity for the employer and employee and give the public the best possible
service.”

The American Management Association, “ The art of getting things done through other people.”
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Knootz and O’ Donnel, “Management is the creation and maintenance of an internal environment
in an enterprise whereindividuals, working in groups, can perform efficiently and effectively towards
the attainment of group goals. It isthe art of getting the work done through and with peoplein formally
organised groups.”

Dr. James Lundy, “Management is principally atask of planning, co-ordinating,” motivating and
controlling the efforts of otherstowardsa specific objective. It involvesthe combining of the traditional
factors of production (land, labour and capital) in an optimum manner, paying due attention, of course,
to the particular goals of the organisation.”

Wheeler, “Management is centred in the administrators or managers of the firm who integrate
men, material and money into an effective operating limit.”

JN. Schulze, “Management is the force which leads, guides and directs an organisation in the
accomplishment of a pre-determined object.”

Oliver Scheldon, “Management proper is the function in industry concerned in the execution of
policy, within the limits set up by the administration and the employment of the organisation for the
particular objectives set before it.”

Keith and Gubellini, “Management is the force that integrates men and physical plant into an
effective operating unit.”

Newman, Summer and Warren, “ The job of Management is to make co-operative endeavour to
function properly. A manager is one who gets things done by working with people and other resources
in order to reach an objective.”

G.E. Milward, “Management is the process and the agency through which the execution of policy
isplanned and supervised.”

Ordway Tead, “ Management isthe process and agency which directs and guides the operations of
an organisation in the realising of established aims.”

Management is the group of activities which drafts plans, prepares policies and arranges men,
money, machine and materials required to achieve the objectives. The above definitions reveal that
management is the activity of man who struggles for better living in the complex and competitive
world. Besides, the management gives satisfaction to and rewardsthose who are engaged in the operation
and ensuring an excellent performance. In other words, management is the process consisting of the
functions of planning, organising, staffing, directing and controlling the operationsto achieve specified
objectives.

FEATURES OR CHARACTERISTICS OF MANAGEMENT

From a critical analysis of the above definitions, the following features or characteristics of
management evolve:

1. Art aswell as science: Management is both an art and a science. It is an art in the sense of
possessing of managing skill by a person. In another sense, management is the science because of
developing certain principles or lawswhich are applicable in a place where agroup of activitiesare co-
ordinated.
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2. Management is an activity: Management is the process of activity relating to the effective
utilisation of available resources for production. The term ‘resources’ includes men, money, materials
and machine in the organisation.

3. Management isa continuous pr ocess: The processof management mainly consistsof planning,
organising, directing and controlling the resources. The resources (men and money) of an organisation
should be used to the best advantages of the organisation and the objectives to be achieved. The
management function of any one alone cannot produce any results in the absence of any other basic
functions of Management. So, management is a continuous process.

4. Management achieving pre-deter mined objectives. The objectives of an organisation are
clearly laid down. Every managerial activity results in the achievement of objectives fixed well in
advance.

5. Organised activities: Management is a group of organised activities. A group is formed not
only in a public limited company but also in an ordinary club. All the organisations have their own
objectives. These objectives will be achieved only by a group of persons. These persons activities
should be organised in a systematic way to achieve the objectives. The objectives cannot be achieved
without any organised activities.

6. Management is a factor of production: The factors of production includes land, labour,
capital and entrepreneurs. Here, land refersto a place where production is carried on. Labour refersto
the paid employees of the organisation who are working in different levels as skilled, unskilled, semi-
skilled, manager, supervisor and the like. Capital refers to the working capital as in the form of cash,
raw materials and finished goods and fixed capital as in the form of plant facilities and production
facilities. These land, labour and capital could not realise the organisation’s goals. The organisation
goalsare achieved only when these are effectively co-ordinated by the entrepreneur. An individual can
do such type of job as in the case of small businesses. In the case of big sized business units, co-
ordination job is done by the management. So, management is also treated as one of the factors of
production. According to Peter F. Drucker, “Whatever rapid economic and social development took
place after World War I, it occured as a result of systematic and purposeful work of developing
managers and management. Development isamatter of human energies rather than of economic wealth
and the generation of human energies is the task of management. Management is the mover and
development isaconsequence”.

7. Management as a system of activity: A system may be defined as a set of component parts
working as a whole. Authority may be defined as a right to command others for getting a particular
course of organisational work done.

Individuals are the foundation stones of the management. An individual has some goals as a
member of the organisation. There may be a conflict between his own goals and the management’s
expectations from that individual. Such conflict is resolved by the management by ensuring balance
between individual goals and organisational expectations.

Authority is vested with many persons to take decisions and influence the behaviour of the sub-
ordinates. The very purpose of using the authority is to check and control the behaviour of the sub-
ordinates. The sources of authority rest with superiors as given in the organisation chart and social
norms. The utilisation of authority isbased on the personality factors of the user and the behaviour of a
person over whom it is used.
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8. Management is a discipline: The boundaries of management are not exact as those of any
other physical sciences. It may be increased by the continuous discovery of many more aspects of
business enterprise. So, the management status as a discipline isaso increased in the same manner.

9. Management isa pur poseful activity: Management isconcerned with achievement of objectives
of an organisation. These objectivesare achieved through thefunctions of planning, organising, staffing,
directing, controlling and decision-making. The organisational objectivesare clearly defined and explained
to every employee.

10. Management isa distinct entity: Management is distinct from its functional activities. The
functions have the nature of “ to do” but the management has the nature of “ how to get things done” . A
manager requires some amount of skill and knowledge to get work done.

11. Management aims at maximising profit: The available resources are properly utilised to get
desired results. Theresults should be the maximising profit or increasing profit by the economic function
of a manager.

12. Decison-making: Thereareanumber of decisionstaken by the management everyday. Decision
making arises only when there is availability of alternative courses of action. If thereisonly one course
of action, need for decision-making does not arise. The quality of decision taken by the manager
determines the organisations’ performance. The success or failure of an organisation depends upon the
degree of right decision taken by the manager.

13. Management isa profession: Management isaprofession because it possessesthe qualities of
a profession. A fund of knowledge is imparted and transferred in this profession and the same is
followed by management. The established principles of management are applied in practice.

14. Univer sal application: The principlesand practices of management are applicable not to any
particular industry alone but applicableto every type of industry. The practice of management isdifferent
from one organisation to another according to their nature.

15. Managment is getting thing done: A manager does not actually perform the work but he
gets things done by others. According to Knootz and O’ Donnel, “management is the art of getting
things done through and with people in formally organised groups.”

16. Management as a class or a team: A class may be defined as a group of people having
homogenous characteristicsto achieve common objectives. Engineers and doctors are grouped asaclass
in asociety. Each and every doctor has the same objectivesin life. Just like engineers and doctors, the
management people have got similar aspirations to achieve corporate objectives.

17. Management as a career: Now-a-days, management is developed as a career focussed on
certain specialisation. Financial Management, Cash Management, Portfolio Management, Marketing
Management, Personnel Management, Industrial Management and Business Management are some of
the specialisations of management. Specialists are appointed in the key posts of top management.

18. Direction and control: A manager can direct his sub-ordinates in the performance of awork
and control them whenever necessary. If the available resources are not utilised properly by him, he
failsto achieve the corporate objectivesin the absence of direction and control. Generally, the direction
and control deals with the activities of human effort.

19. Dynamic: The management isnot static. | nthe fast devel oping business world, new techniques
aredeveloped and adopted by the management. Management is changed according to the social change.
The social change is the result of thechanging business world.



Nature of Management 7

20. Management isneeded at all levels: The functions of management are common to all levels
of organisation. Thetop executivesperform the functionsof planning, organising, directing, controlling
and decision-making. The same functions are also performed by the lower level supervisor.

21. L eader ship quality: Leadership quality is developed in the persons who are working in the
top level management. According to R.C. Davis, “Management isthe function of executive leadership
everywhere.”

FUNCTIONS OF MANAGEMENT

Scholars in the field of management have their own classification of functions of management.
Some scholars add few functionsand delete some other functions. Theimportant functions of management
are briefly discussed below:

1. Planning: Planning is the primary function of management. Nothing can be performed without
planning. Writing a book starts with planning. In short, planning refers to deciding in advance that
which will be done in the near future. In the business world, the organisation should achieve the
objectives. In order to achieve objectives, the organisation plans what is to be done, when it is to be
done, how it isto be done, and by whomitisto be done. Messie says, “ Planning Pervades Management”.
George R. Terry has rightly said “ Planning is a constructive reviewing of future needs so that present
actions can be adjusted in view of the established goal. It is deliberate conscious research used to
formulate the design and orderly sequence of actions through which it is expected to reach objectives.
Planning should take place before doing; most individual or group efforts are made by determining
before any operative action takes place, what shall be done, where, how and who shall doit”.

2. Organising: Organising is the distribution of work in groupwise or sectionwise for effective
performance. Organisation provides all facilitieswhich are necessary to perform the work. Thebusiness
devel oped, the organisation takesresponsihility to create some more departments under different managers.
Hence, the organi sation dividesthe total work and co-ordinatesall the activities by authority relationship.
Besides, organising defines the position of each person in the organisation and determines the paths
through which communication should flow. The manager would determine who should report to whom
and how.

According to Henry Fayol, “Organisation is of two kinds, i.e., organisation of the human factor
and organisation of the material factor. Organisation of the human factor covers the distribution of
work to those who are best suitable along with authority and responsibility. Organisation of the material
factor covers utilisation of raw materials, plant and machinery etc.” According to Knootz and O’ Donnéll,
“Organising consists of conscious co-ordination of people towards a desired goal”.

3. Staffing: Staffing function comprises the activities of selection and placement of competent
personnel. In other words, staffing refers to placement of right persons in the right jobs. Staffing
includes sel ection of right persons, training to those needy persons, promotion of best persons, retirement
of old persons, performance appraisal of all the personnel, and adequate remuneration of personnel. The
success of any enterprise depends upon the successful performance of staffing function.

According to Harold Knootz and Cyril O’ Donnell, “the managerial function of staffing involves
manning the organisational structurethrough proper and effective selection, appraisal and development
of personnel to fill the roles designed into the structure”.
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4. Directing: The actua performance of a work starts with the function of Direction. Planning,
organising and staffing functions are concerned with the preliminary work for the achievement of
organisational objectives. But the direction deals with making the workers learn techniquesto perform
the jobs assigned to them. Direction includes guidance, supervision and motivation of employees.
According to Joseph Massie, “Directing concerns the total manner in which a manager influences the
action of hissub-ordinates. It isthefinal action of amanager in getting othersto act after all preparations
have been completed”.

5. Co-ordinating: All theactivitiesare divided groupwise or sectionwise under organising function.
Now, such grouped activities are co-ordinated towards the accomplishment of objectives of an
organisation. The difficulty of co-ordination depends upon the size of organisation. The difficulty of
co-ordination is increased with the increasing of the size of the organisation. According to Knootz and
O'Donnell, “thelast co-ordination occurswhen individual s see how their jobs contribute to the dominant
goals of the enterprise. Thisimplies knowledge and understanding of enterprise objectives’.

6. Moativating or actuating: The goals are achieved with the help of motivation. Motivation
includes increasing the speed of performance of a work and developing a willingness on the part of
workers. This is done by an resourceful leader. The workers expect favourable climate conditions to
work, fair treatment, monetary or non-monetary incentive, effective communication and gentleman
approach. According to Earl P. Strong, “Mativating is the process of indoctrinating personnel with
unity of purpose and the need to maintain a continuous, harmonious relationship”.

7. Controlling: Controlling function ensuresthat the achieved objectives conform to pre-planned
objectives. Necessary corrective action may be taken if there isany deviation. The control isvery easy
whenever the organisation has a fixed standard. A good system of control has the characteristics of
economy, flexibility, understanding and adequacy to organisational needs.

Prof. Theo Haimann defines, “Control is the process of checking to determine whether or not,
proper progress is being made towards the objectives and goals and acting, if necessary, to correct any
deviation.” According to Henry Fayol, “control consists in verifying whether everything occurs in
conformity with the plan adopted, the instructions issued and principlesissued”.

8. Innovation: Innovation refers to the preparation of personnel and organisation to face the
changes made in the businessworld. Continuous changes are being madein the business. Consumersare
satisfied through innovation. Innovation includes devel oping new material, new products, new techniques
in production, new package, new design of a product and cost reduction.

9. Representation: A manager hasto act as arepresentative of a company. He has dealings with
customers, suppliers, government officials, banks, financial institutions, trade unions and the like. It is
the duty of every manager to have good relations with others.

10. Decision-making: Every employee of an organisation hasto take a number of decisionsevery
day. Decision-making helps in the smooth functioning of an organisation.

11. Communication: Communication is the transmission of human thoughts, views or opinions
from one person to another person. Workers are informed about what should be done, where it isto be
done, how it isto be done and when it isto be done. Communication helps the regulation of job and co-
ordinate the activities.

Planning, organising, staffing, directing, co-ordinating, motivating or actuating and controlling
arethe main functions of management. Innovation, representation, decision-making and communication
are the subsidiary functions of management.
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Henry Fayol classifies the functions of management as forecasting, planning, organising,
commanding, co-ordinating and controlling. Luther Gullik classifies the functions of management as:

POSDCORB, where —
P stands for Planning,
for Organising,

for Staffing,

for Directing,

for co-ordinating,

for Reporting and

UU:UQUU)O

for Budgeting.

According to Harold Koontz and Cyrill O’ Donnel, the functions of management include planning,
organising, staffing, directing and controlling.

George Terry dealswith the functions of management such as planning, organising, actuating and
controlling.

Tennenbuam et.al., classify functions of management as planning, organising and controlling.

Harold Smiddy of G.E. dividesthe functions of management into planning, organising, integrating
and measuring, abbreviated as POIM.

E.F.L. Brech classifiesfunctions of management as planning, motivation, co-ordination and control.

According to Lawrence A. Appley, functions of management include planning, executing and
controlling.

L. Hall classifies the function of management as forecasting, planning, control, motivation and
co-ordination.

Massic divides the functions of management into planning, organising, staffing, control,
communication and direction.

Accordingto Mary Cushing Nillas, the functions of management include organisation, co-ordination,
administration and leadership.

IMPORTANCE OF MANAGEMENT

Management isamust for every enterprise. The existence of management ensures proper functioning
and running of an enterprise. Management can plan the activitiesto achieve the objectivesand utilise the
available resources at minimum cost.

Every business needs a direction. This direction is given by the management. The resources of
production are converted into production. The resources will remain as resources in the absence of
management. The conversion process is performed through the co-ordination of management.

The significance or importance of management is briefly explained below:
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1. Management meet the challenge of change: Inthe modern business world, there are frequent
changes. The changes place the businessin adangerousposition. Only an efficient management can save
the business from the dangers brought in by the challenges.

2. Accomplishment of group goals: The achievement of objectives of a business depends upon
three factors. The proper planning of available resources, adjusting possibility of business unit with
existing business environment and the quality of decision taken and control made by the business unit
are the factors responsible for achieving objectives.

3. Effective utilisation of business: There are eight ‘M’s in the business. These are said to be
man, money, materials, machines, methods, motivation, markets and management. Management isthe
topmost of all other ‘M’s. Management has control over other remaining ‘M’s.

4. Effective functioning of business. Ability, experience, mutual understanding, co-ordination,
motivation and supervision are some of the factors responsible for the effective functioning of business.
Management makes sure that the abilities of workers are properly used and co-operation is obtained
with the help of mutual understanding. Besides, management can know the expectation of workers and
the expectation is fulfilled through motivation techniques.

5. Resour ce development: Efficient management isthe life boat of any developed business. The
resources of the business may be identified and developed by the management. The term ‘resources
includes men, money, material and machines.

6. Sound or ganisation structure: Management |lays down the foundation for sound organisation
structure. Sound organisation structure clearly defines the authority and responsibility relationship —
who is responsible to whom, who will command whom and who is responsible for what. Care is taken
in appointing qualified persons to the right job by the management.

7. Management dir ectsthe organisation: The human mind directs and controls the functioning
of human body. Similarly, the management directs and controls the functioning of an organisation.

8. Integratesvariousinter ests. Each person hashisown interests. Theseinterestsaredifferentin
nature. M anagement takesstepsto integrate variousintereststo achieve the objectivesof an organisation.

9. Stability: The fluctuations of business are stablised by the management. The fluctuations of
business are caused by the changing policy of the government, pressures on the part of competitorsand
changing preferences of customers. The efficient management can run the business as per the policy
framed by the government, face the competitors in the market and produce the articles as per the
preferencesof customers.

10. Innovation: New ideasare developed by the management and implemented in the organisation.
Better performanceis achieved through new ideas.

11. Co-ordination and team-spirit: All the activities of business are grouped department-wise.
Management co-ordinates the activities of different departments and establishes team-spirit to achieve
the objectives.

12. Tackling problems. Goog Management acts as afriend or a guide of workerswhile tackling
problems. When workers get over confidence of solving the problems for effective performance of a
job, they fail in tackling the problems efficiently.

13. A tool for personality development: Management gives direction to workers for effective
performance of ajob. Besides, new methods or techniques are taught to workers. Thetraining facilities
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are arranged by the management. In this way, management is a tool to develop the personality of
workers to raise their efficiency and productivity ability.

ADMINISTRATION AND MANAGEMENT

The terms administration and management are used synonymously. Some writers argue that both
these terms have same meanings and there is no difference between these two terms. Running of a
business requires skill which is called management and functioning of government departments and
non-profit institutions requiring skill is called administration.

Some writers argue that executive functions of a business unit are referred as Management and
executive functions of other ingtitutions are referred as administration. In this way, administration is
distinguished as atop level function while management asalower level function. Policy and objectives
of abusiness are determined by the top level executives (Administration). At the same time, the lower
level people (Managment) work to attain the objectives of the business unit and follow the policy
framed by the administrators.

Board of Directors Administration TopLeves

Generd Manager Department Manager
Supervisor [T T T T 7 T T T T T
Management
Workers

DIFFERENCES BETWEEN ADMINISTRATION AND MANAGEMENT
Oliver Sheldon

“Administration is the function in industry concerned with the determination of the corporate
policy, the co-ordination of finance, production and distribution, the settlement of the compass (Sructure)
of the organisation under the ultimate control of the executive.”

“Management is the function in industry concerned with the execution of policy within the limits
set up by the administration and the employment of the organisation for the particular objects set before
it”.

William R. Spriegal

“Administration isthat phase of businessenterprise that concernsitself with the overall determination
of ingtitutional objectives and the policies necessary to be followed in achieving those objectives.
Administration pre-determines the specific goals and lays down the broad areas within which those
goalsareto beattained. Administration isadeterminative function, management on the other handisan
executive function which is primarily concerned with the carrying out of the broad policies laid down
by the administration”.

G.E. Milward

“Administration is primarily the process and the agency used to establish the object or purpose
which an undertaking and its staff are to achieve, secondarily, administration has to plan and stabilize
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the broad lines of principles which will govern action. These broad linesare in their turn usually called
policies. Management is the process and the agency through which the execution of policy is planned
and supervised”.

Thus, administration is athinking function and management is a doing function. According to this
concept, owners of the business enterprise receive dividends in return for their capital contributed.
Managers, i.e., the management people get salary for realising the objectives of administratorsi.e., the
owners. Besides, the managers direct and control the subordinates within the limits fixed by the
administrators.

Accordingto Professor Dalton E. Mc Farland, “ In Government agencies, administrationispreferred
over management, althoughin recent years, theterm management hasbecomewidely used in government
agencies. Another possible distinction refers to the levels of organisation. In business, the term
administration refersto the activities of the higher upsin the managerial ranks. Still another distinction
related to organisational level is that administration refers to the determination of major aims and
policieswhile management refersto the carrying out the operations designed to accomplish the aimsand
effecutate the policies. Here again, this distinction is not widely followed but it exists'.

Ordway Tead describes, “Administration is the process and agency which is responsible for the
determination of aimsfor which an organisation and its management are to strive, which establishesthe
broad policies under which they are to operate and which gives general oversight to the continuing
effectiveness of the total operation in reaching the objectives sought. Management is the process and
agency which directsand guides the operations of an organisation inthe realizing of estabilished aims’.

Leffingwell and Robinson explain that, “ Administration determines the policies upon which the
enterpriseisto be conducted while the function of management to carry out the policiesislaid down by
the administrative group”.

Another view isthat management is abroader term which includesthinking function and executive
function. Thus, administration isapart of management and carrying out the objectiveslaid down by the
management. Eminent writerslike E.F.L. Brech, Barry Pichman, Melwyn Copen, Henry Fayol, William
Newman and Theo Haiman used the terms administration and management synonymously.

E.F.L. Brech

“Management isasocia processentailing responsibilities for the effective and economical planning
and the regulation of the operation of an enterprise, in the fulfillment of a given purpose or task.
Administration isa part of management which is concerned with the installation and carrying out of the
procedures by which it is laid down and communicated and the process of activities regulated and
checked against plans”.

Henry Fayol

“All undertakings require planning, organisation, command, co-ordination and control and in

order to function properly, all must observe the same general principles. We are no longer confronted

with several administrative sciences but with one which can be applied equally well to public and prive
affairs.”

Theo Haimann

“Notwo separate sets of personnel are required, however, to discharge administrative and managerial
functions. Each manager performs both activities and spends part of histime administrating and part of
his time managing”.
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Top management of the enterprise spends maximum time for policy framing and determination of
objectivesand spendsfew minutesfor direction and controlling. Hence, administrationisa so one of the
functions just like other functions as purchase, sales, production, finance, etc.

Sl. No. Basis of Distinction Administration Management

1 Policy and objectives Determines policy to be Implementsthe policy
followed and decide the and achievethe objectives.
objectivesto beachieved.

2. Directing of human Not directly involvesin the Directly involvesin the execution

efforts execution of plan and of plan and achieving objectives.

achievement of objectives.

3. Main functions Planning, organising Direction, motivation and control.
and Staffing.

4, Levelsof executives Top level executives Lower level executives
(Owners or Board (Manager, supervisor and workers)

of Directors).

5. Position ActsasaPrincipal. Acts as an agency.

6. Knowledge Requiresadministrative Requirestechnical ability more
ability morethan technical than administrative ability.
ability.

THE MANAGER

Management isacreative processwhich integrates and usesvarious avail able resources effectively
to accomplish certain goals. For which, an individual isresponsible to develop ideas and get things done
through others. The concernedindividual isdesignated asmanager. any personwho perform the functions
of planning, organisation, staffing, directing and controlling for the accomplishment of pre-determined
organisation goalsis called as manager.

Manager is not actually do the work but guide others to do things correctly. In other words,
manager has not build factory uses or install machines and operate them or sell goods in the market.

A growing tendency in businessrequiresprofessionally qualified persons. The reason isthat manager
should direct the efforts of othersat |lower levels of an organisation. The primary job of a manager isthe
management of people.

According to Peter F. Drucker, “Every job should be designed as an integrated set of operations
which are varied enough to reduce boredom. The workers should be given a sufficient measure of
freedom to organise and control their work environment. It is the duty of every manager to educate,
train and devel op people below him so that they may use their potentialities and abilities to perform the
work allotted to them. He hasto a so help them in satisfying their needsand aspirationsthrough incentives
and other things. For getting best contribution from the people working under him, he must provide
themwith proper environment. A manager must create aclimate which bringsinand maintain satisfaction
and discipline among the people.” Hence, the job of a manager isvery difficult one and requires some
significant qualitiesto get the possible results. The manager should have the capacity and capabilitiesto
meet the challenges of hisjob.
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FUNCTIONS OF A MANAGER

The smooth functioning of a business unit depends on the performance of the manager. If a
manager has adequate skill, he can discharge his duties effectively. Generally, the following functions
are performed by a manager.

1. Planning the work: Planning involves deciding the course of action well in advance. The
manager can decide the procedure to be followed in order achieve the objectives of an organisation.
Planning the work is a rational activity.

2. Taking decisions: Manager has to take lot of decisions with regard to the assignment of work
to every worker and delegation of authority to do ajob. A wise decision can be taken by an efficient
manager. Quality of decisionis based on the intelligence of the manager.

3. Deegating author ity: Manager should delegate authority whenever a project or work isassigned
to others. Nobody can do anything without authority. So, the manager has to delegate authority on need
basis.

4. Solving the problems. Subordinates bring problems before the manager. The manager has to
solve the problems instead of slving the problems quickly. Finding solution to a problem will prevent
cropping up such problems in future.

5. Co-ordination: The tasksor activities of the subordinates are co-ordinated for quick execution
of awork. Increased productivity isto be achieved through effective co-ordination. overall organisational
objectives could be achieved only by the process of co-ordination of variousindividual efforts.

6. Stimulating wor ker s: The workers have to be motivated to do their work. Workerswill beidle
in the absence of motivation. Motivation could be done by money or kind. The manager has to choose
between the two depending on the situation.

7. Setting target: Target isto be fixed by the manager sectionwise. Setting of target indicatesin
the overall performance. Target is fixed on the basis of the main objectives of the organisation.

8. Guiding sub-ordinates. Eventhough the manager is a boss to his subordinates, he can guide
the subordinatesin the performance of their work. The manager isacting asafriend at this stage. The
guidance of the manager is an indispensible tonic to subordinates.

9. Arranging thefacilities: Availing the facilitiesin the working placeisimperativefor effective
performance of any work. So, the manager has to arrange the required facilities. Besides, the manager
has to watch over the utilisation of the facilities.

10. Control the deviations: The manager has to control the workers if there is any difference
between standards of performance and actual performance. The control ensuresthe right performance.
The exercise of control isin the hands of the manager.

ROLE OF A MANAGER

Manager is responsible to integrate al the activities which are performed in an organisation. In
other words, he hasto co-ordinate the talents of people working under him for the purpose of achieving
the organisational goals. The role of a manager gets much importance than other executives in an
organisation. Hence, amanager’ s job is very much complex and requires some special qualitiesto be a
head.
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1. Director: Manager gives direction to people working under him. Direction includes instructions.
Manager has direct the executivestowards achieving organisational goals.

2. Mativator: Manager understandslikesand didlikes of executivesand motivatethem accordingly.
Motivation stimulates the performance of job. Here, the manager stimulates the executives through
motivation.

3. Human being: Manager treats all the people working under him equally and no personal bias.
He has to mingle with others and understand the feeling of other executives.

4. Guide: Manager should be well aware of using the equipment, techniques and procedures
involved in performing specific tasks. If so, he can guide others whenever a need arise.

5. Friend: Unnecessary misunderstanding may be arised among the executives. Now, the manager
should come forward voluntarily and eliminate the misunderstanding at the earliest. Here, the manager
isacting as afriend.

6. Planner: Day-to-day requirements of the organisation has to be identified and arranged by the
manager. He hasto plan the work and assign the same to the executives according to their position held.

7. Super visor: Manager hasto supervise and control, execute performance and maintain personal
contacts with them. He has to perform this work alongwith the work to be performed by him.

8. Reporter: Thefeedback informationis provided by the manager to the top management people.
Sometimes, workers' problems have not been solved by the manager. If so, the same should be
communicated to the top authorities.

RESPONSIBILITIES OF A PROFESSIONAL MANAGER

Manager is getting things done through others. He prepares plan, build an organisation, help and
motivate the employeesaccording to plansfor the purpose of achieving organisation goals. Even though
the manager is responsible for the non-performance of any work, he is answerable to every body.

1. Planning of work: Manager has to identify the work which are necessary to achieve the
objectives. Every work shouldlead to theachievement of objectives. Manager isresponsible for planning
of work. The reason is that other than the manager has no idea and nobody approach and enquire other
than the manager to know the work.

2. Proper and Effective Communication: There must be a freef low of communication within
the organisation. If there is any hurdle, the hurdle can be find out and removed only by the manager.
Communication gap and misunderstanding are also traced out and ensure proper and effective
communication.

3. Co-ordination of Efforts. The efforts of employees have more value than the finance. The
finance can be earned through hardwork. But, if efforts are not properly co-ordinated, all the efforts are
in vain. Once again, the efforts cannot be generated and used. Therefore, the manager should prepare
the system for proper channelisation of efforts.

4. Getting Co-operation of Employees. Different nature of employees are working in an
organisation. The absence of co-operation among employees leads to poor performance and non-
achievement of objectives in time. Hence, the manager is responsible for getting co-operation from
employees working under him.
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5. Encour ages Team Spirit: The manager not only guides the employees, but also encourages a
team spirit among them. Team spirit is created with the help of using polite words. The manager should
know which type of approach creates ateam spirit among the employees.

6. Better Utilisation of Resour ces: Resourcesof any organisationislimited one. An organisation
has more resources on certain items and limited resources on certain items. Here, the manager should
measure the available resources and utilise the resources at the maximum. No resourceswill be wasted
at any cost employees.

7. Selecting the Procedure: Top management executives frame the policy and goals of an
organisation. But, theway of achieving the objectives cannot be decided by the top management people.
There are many ways available to achieve the objectives. Even though, the manager is responsible to
select a procedure which is more suitable and adoptable.

8. Maintaining good human relations: Employees are working in different deparaments. They
approach the manager for different reasons. The manager isanswerable on hisown behalf and on behal f
of top management people. Heisresponsible for maintaining good human relations with the employees
and maintaining good human relations among the employees also.

9. Solvethe pr oblem: Sometimes problem may be arised among the employees. When the manager
takestheinitiative stepsfor solving such problems, employeesfeel happy if the manager understand the
problem and solve the problem immediately.

10. Arrangingtraining and development facilities: Training and Development facilities should
be arranged by the manager for the benefit the organisation and employees. Training and Development
programme not only benefits the employee but also gives benefit to the organisation. Hence, the
manager has the responsibility of arranging training and development facilities.

ENTREPRENEUR AND MANAGER

Both the entrepreneur and the manager are not one and the same. The entrepreneur and manager
are used as interchangeable terms very often. Strictly speaking, an entrepreneur is different from a
manager. An entrepreneur is a person who establishes business unit and utilises the other factors of
production like land, labour and capital (adopts new techniques in the production) with a view to earn
a profit. The manager is a person who utilises the factors of production like land, labour and capital
under a specified system, i.e., organisation on behalf of the entrepreneur. The main points of difference
between the entrepreneur and manager are listed below:

SL.No.| Basis of Difference Entrepreneur Manager

1 Invention ajob He finds new ways to do status quo| He maintainsthe Status quo.
2 Typeof performance Increasesthe productivity Achievesthe production target.
3 Utilisation of factors of He may find new combination Hemay effectively

production in the factors of production. utilise the factors of production.
4 Policy Framesthe policy. Implementsthe policy.
5 Risks He avoids risks. He minimises the risks.
6 Uncertainty He converts uncertainty Heencounters uncertainty

into certainty.

7 Risk bearing He assumes risks. He does not share risks.
8 Reward Increased profit. Bonus.
9 Gains Uncertain and irregular. Certain and fixed.
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10 Skills Cresgtivethinking. Better human relations.

11 Status Self-employed. Salaried person.

12 Goals Determines the goals. Achievesthe goals.

13 Nature of performance He launches anew enterprise. He operates the existing enterprise.

MANAGEMENT AS PROFESSION

Management is regarded as profession due to the development of business in size and nature.
Besides, there isadifference between the ownership and management. Hence, thereisasocia recognition
to the management as a profession.

MEANING OF PROFESSION

Profession means an occupation which supply the intelligence and efforts for the purpose of
providing skilled service or advice to others for an agreed amount.

DEFINITION

Thedictionary defines profession as*“ calling in which on professesto have acquired a specialised
knowledge whichisused either ininstructing, guiding or advising others.” According to Carr Saunders,
“profession may perhaps be defined as an occupation based upon specialised intellectual study and
training, the purpose of which isto supply skilled service or adviceto othersfor adefinitefee or salary.”

Cogan defines profession as “a vocation whose practice is founded upon an understanding of a
theoretical structure of some department of learning of science.”

According to L.M. Prasad “profession is an occupation for which specialised knowledge, skills
and training are required and use of these skillsis not meant for self-satisfaction but these are used for
larger interests of the society and the success of these skills is measured not in terms of money alone.”

It is understood that all professions are occupation. The reason is that they provide means of
livelihood. But at the same time, all occupations are not professions because some of them lack certain
characteristics of aprofession.

CHARACTERISTICS OF PROFESSION

Houle haslisted fourteen characteristics which are distributed associated with the dynamic process
of organisation’ simprovement within the occupation. They are definition of the occupation’ sfunctions,
mastery of theoretical knowledge, capacity to solve problems, use of knowledge, self-enhancement,
public acceptance, ethical practice, penalties, relations to other vocations, relations to the users of the
service.

Generally, the following characteristics are found in Management.

1. Existence of knowledge: Management has been developed as a distinct body of knowledge
over thelast seven-eight decades. The development of knowledge, in management isemerged due to the
reguirement for managing complex and large organisationsin a better way. Thus, management fulfills
the requirement of profession, i.e., existence of knowledge.

Eventhough new concepts and principles are being developed in management, this type of
development does not affect its status as being a profession.

2. Knowledge acquisition: Anindividual can enter into a profession only after getting knowledge
and skills through formal training. For example, medical graduates practice after undergoing formal
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training. A person who practices a profession as an expert, since heisthe master of a particular branch.
In this way, he is offering service to his patient. Here, the doctor gets the knowledge through some
formal method. Likewise, the management can be regarded as prof ess on since the management graduates
are also getting inplant training and familiar with the various techniques of management.

3. Professional Association: An occupation should have an association. If not so, the occupation
cannot be considered as profession. An association consisting of professionals needed to regulate and
devel op the professional activities. Besides, thisassociation may also prescribethe criteriafor individuals
who want to enter into a profession. In thefield of management, there are number of such association at
variouslevels. All IndiaManagement Association (AIMA) hasits chaptersin most of the citiesin India.

AIMA isdeveloping professional activities and standardise the profession. In this way, management
istermed as profession.

4. Ethics. There are some ethical standardsfor every profession. Every individual of the concerned
profession is expected to maintain conformity with these standards. The reason isthat a profession has
high degree of power and this power can be used for the benefit of organisation This has resulted many
occupationsissuing a code of ethics of professional practice so that the relevant individuals may know
the standard and for adopt the same accordingly. In management also, code of conduct has been formulated
to suggest the behavioural patternfor professional managers. Hence, management executives are supposed
to be socialy responsible and it is their duty to protect the interest of all parties associated with an
organisation. The interested parties of an organisation are customers, suppliers, employees, financiers,
creditors, government and the general public.

5. Servicemotive: Service motiveinsiststhe professionalskeep social interest in their mind while
charging fees for their professionals service. There is no market mechanism to measure the monetary
value of professional service. But, the monetary value of professional service is measured out of
competition prevailing among the professional themselves. At the sametime, the successof any profession
is not based on the money it earns but by the amount of social service it provides. Thus, management
providesmore social service and charge lessfeesfrom the organisation. The contribution of management
cannot be measured, in terms of money alone because without integrating efforts of management,
resources worth billions of rupees may be useless.

From the above discussion, it is concluded that the management has certain characteristics of
profession. Reisshasclassified profession into five categories and has suggested management aswould
be profession.

Caplow hasthe view of management is fast moving towards professional status. Peter F. Drucker
observed that no greater damage could be done to our economy or to our society than to attempt to
professionalise management by licensing managersor by limiting accessto management to people with
aspecial academic degree. Any serious attempt to make management scientific or a profession isbound
to lead to the attempt to eliminate those disturbing nuisances, the unpredictability of business life its
risks, itsupsand downs, itswasteful competition, theirrational choicesof consumer and inthe process,
the economy’ s freedom and its ability to grow.

OBSTACLES TO MANAGEMENT BEING A PROFESSION

There are many obstaclesin theway of management being recognised asa profession. Someof the
obstaclesare presented below:
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Thereis no uniform and standard criteria for the evaluation of managerial performance.

2. Management executives have no uniform clients and do not perform uniform
activities.

3. Persons without a degree or a diploma in management are also doing well like personshave
adegree or diplomain management.

4. Thetheory of management is still changing and new principles are also being
devel oped.

PROFESSIONAL MANAGEMENT

The professional management is a 20th century practice. Upto 19th century, family management
practice was followed. The professonal management is getting importance only after increase in the
complexity nature of business and no growth of business at one stage.

Businessmen are preferring to develop their business at high level and aneed isarised to them for
survival. Hence, management graduates are being preferred to fill managerial positions. In this way,
professional management is developed in India.

Family management is the forerunner of professional management. The knowledge of family
management is necessary to understand the professional management. The other name of family
management is hereditary management. The features of family management are listed below:

A. Both ownership and control of the business are vested with the hands of family members.
B. The mainaim of the family management is profit maximisation.

C. Thefamily members mayor may not have formal education and training in
management.

D. Tbeauthority of decisionmaking isvested with family members.

E. Outsidersare prohibited to move to the top posts of management and serve as yesman of the
family members.

Only bloodties and costeties provide the passport to the top level management.

Family management was very effective during the initial period of industrialisation. There is an
inability in the best utilisation of modem technology in the family management. Due to these types of
nature are connected with the family management, professional management is emerged.

The authority of policy framing and decision-making are vested with persons having professional
education, training and experience in management. Today large number of management institutes and
management consultancy firms have been established. These things are happening dueto liberalisation,
globalisation and privatisation and demand for professionally qualified managers. At present, top
management positions arefilled up with the help of persons having management education and training.
In owner managed companies also, the same practice is followed. This shows that management is
gradually getting professionalised.

The need for efficient managersisbound to increaseinthe yearsto come. Therefore, the professional
management should be encouraged by everyone. The reason isthat the system of political management
is prevailing in the public sector. In the public sector, the decision-making powers lies with the ruling
party. Party affiliations and personalities are the determinants for entering into the decision-making
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circle. Even though, civil servant is the head of the public sector undertaking he/she has to toe the line
decided by the politicians.

These civil servants are lacking management experience and autonomy. Their survival depends
upon the will of their political god fathers.

Hence, they are working according to the instructions of ministers and office bearers of the party
in power.

NEED OF EFFICIENT PROFESSIONAL MANAGEMENT
The need for efficient professional management isnecessary in India dueto the following reasons:
1. Mgajor portion of our economy is unorganised

Poor infrastructure

Less utilisation of modern technology

Low productive efficiency

oA woN

Wide spread poverty and unemployment.
PROFESSIONALISATION OF MANAGEMENT IN INDIA

The professionalisation of management is very popular in corporate management in India. The
reason is that no one likes to be backward and inefficient. But the assessment of the extent of
professionalisation of Indian management is a big question. The reason is that some top management
positions are filled up with the help of family membersif the owner of the businessis few. In the case
of diversed ownership organisation, management graduates are appointed as executives. Hence, it is
very difficult to know the correct picture of Indian Management.

Somebody argue that the mere appointment of some persons with professional (management)
degrees will not necessarily lead to professionalisation of management unless there is a change in
management process. According to L.C. Gupta “professionalisation does not come automatically by
employment of people with professional degrees, unless the professionals have the necessary authority
and use their professionalism in decision-making. We may employ MBAs and other technocraftsin the
purchase and sales departments but if buying and selling are to be done through family firms, where is
the scope of professionalism? More than professional degrees what matters is professional ethics.” In
thiscontext, P. L. Tandon observesthat, “ Inafamily business, you have prof essional engineers, accountants
and marketers but all decision-making is centralised at the top, with the head of the family, who has no
professionalism but perhaps only experience and intuition, the decisions are not likely to be as good as
that of amodern professional board.”

In Indian scenario, management is highly professionalised both in private sector as well as in
public sector after 1980s. They have inducted management graduates at various levels of management.

YARD STICKS OF PROFESSIONALISATION OF MANAGEMENT
Thefollowing conditions have been satisfied for the existence of professionalisation of management.
1. Introducing modern concepts of management.
2. Framing organisational objectives by considering social needs.

3. Motivation for high level of performance.
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4. Developing management concepts suitable for the country.

5.  Attitudestowards management practices.
ARGUMENTS FOR PROFESSIONALISATION OF MANAGEMENT
Professionalisation of management is desirable due to the following reasons:

1. Professionalisation leads the management executives to increase their knowledge and skills.
Thereason isthat businessmen expects persons having minimum educational qualification. Managerial
environment of the futureis going to be more challenging requiring a high degree of professionalisation
from management executives. Trial and error method of managing practices cannot be a successful in
the yearsto come.

2. Initially, the modern management concepts were applied by the subsidiaries and associates of
multinational corporations operating in India. Many of these subsidiaries and associates were quite
successful interms of their growth and profitability. It was presumed that the successistheresult of the
application of modern management concepts. The increasing of size and complexity of business
organisations necessitates the management executives for proper application of modern management
concepts.

3. Professionalisation of management would improve the status and prestige of management career
and of management executives. Theimpression of management executivesinterested only in maximising
profits would be removed by giving importance to social needs.

4. There is a failure of many public sector undertakings and increasing the number of public
sectorsmanifold during the plan period necessitatesthe government took adecision to induct professional
managers with responsibility.

5. Increasing competition and fast devel opment of technology paved theway for professionalisation
of management. The competition is increased due to liberalisation, globalisation and privatisation. The
technol ogy has gone to a sea change within ashort period.

6. An organisation grows beyond certain size demand that ownership and management should be
divorced.

Inthistype of organisation, management positions should be placed by persons having professional
skills and adequate training.

7. Thestatutory control over the management executives can be exercised through professionalisation
of management. The statutory control minimise the mal practiceslike mismanagement, wrong payment
unnecessary payment, speculation in stock market, frauds in management etc. If the management
executives indulging in such practices, they will be debarred from practicing management.

8. Professionalisation will define the duties, powers, specialisation and responsibilities of
management executives. The prescription of code of conduct ensuresahealthy managerial environment
within the business organisation.

9. Professionalisation would speed up management education, standard, criteriafor entrants and
training. It would also attract more talented people into management career.
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ARGUMENTS AGAINST PROFESSIONALISATION MANAGEMENT

Professionalisation of Management is opposed on the following grounds:

1. Minimum educational qualification isnot enough to make effective managers. Thereare different
types of organisationswhich require different set of management degree for getting success. Therefore,
specialised degree in management cannot be used to license managers.

2. There is a popular belief and attitude among the businessman, i.e., business is a matter of
common senseand luck. Thisbelief and attitude have paid good dividend in the past because of controlled
economy and lack of competition. Hence, businessmen areinfavour of professionalisation of management.

3. It is proved that businessmen have successfully created business empires on the basis of their
family background (heredity) and experiencein India. They have not consider the management degree
for getting success. Professionally qualified managers are not necessary for more efficient and effective
performance.

4. Inthe private sector, both small scal e organisationsand joint stock company form of organisations,
most of the organisations are functioning under one-man shows. Board is constituted in joint stock
company to fulfill legal requirements but real control liesin asingle person. Here, owner also performs
the functions of a manager. The owner, who is an entrepreneur, performs managerial functions, his
perspectiveis entirely different from the professional manager. Owner-Manager’ s style of functioning
isnormally centralised and he believes in more direct control and often discourages professionalisation
of management.

5. Management executives have no specified or definite clients just like lawyers and auditor.
Hence, it is not practicable to define the obligations of management executives for the purpose of
regulating their professional activities.

6. The management executives of many public sector enterprises are deputed civil servants from

various departments. They have different academic qualifications. Hence, they could not develop right
type of management culture. This has also worked” against the professionalisation of management.

7. InIndia, thereisno need of management degree to become the manager or management executives
of any business organisation. Besides, there isno fully developed management education in India.

MODEL QUESTIONS

Definetheterm, “Management”.

Definetheterm, “Administration”.

Explain theimportnant functions of Management.

Why is Management?

What ismathematical or Management Science approach?
State and explain the meaning of Management?

What arethe different levels of Management?
Distinguish between “Management” and “Administration”?
What is“Middle Management”?

What are the types of Management?

. Explain thelmportance of “Management”

. What aretheimportant function of Management?
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13.
14.
15.
16.
17.
18.
19.
20.
21.

What are the functions of “Management”?

Enumerate the various levels of importance of Management.

State the different Process of Management?

Define Management. Describe the functions of a manager.

Discuss the importance of management in the present day.

What is Management?

Enumerate therole and importance of management in the present society?
How would you define the term “Management”?

Discussin brif the Nature of Management.
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