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PREFACE TO THE FIRST EDITION

It is a matter of immense pleasure for us to bring the first edition of this book entitled,
“Management Principles and Applications”. The contents of the book have been specially
structured and written for B.Com. (Honours), Semester III students of University of Delhi. The
syllabus and guidelines issued by University of Delhi have been kept at the focus while writing this
book. Consistent and constant endeavour has been made to make the book helpful and interesting for
coverage of the topics vital for the course. The main objective of the book has been to equip the
students with fundamental comprehension of the concepts and their applications in management.

The structure of the textual matter of the book has been segmented into five broad units with
further chapter divisions under each unit. These units are:

Unit 1: Introduction
Unit 2: Planning
Unit 3: Organising
Unit 4: Staffing and Directing
Unit 5: Control

The main highlights of this book are as follows:
 Each chapter begins with a brief synopsis stating the overall coverage of that chapter along

with learning objectives for the students.
 While writing the book, an attempt has been made to keep language simple and easy to

understand.
 Relevant and adequate information regarding theoretical matter, examples of applying

management concepts and techniques and illustrations in Indian context have been included
to facilitate the process of understanding and learning.

 Diagrammatic presentations, wherever possible, has been used to simply and substantiate
the text.

 Review questions have been provided at the end of each chapter to enable the students for
acquainting themselves with the probable examination questions from given chapters.

We extend our sincere gratitude to all the colleagues from University of Delhi and other
universities and institutes who have given their valuable inputs for writing this book. We are also
thankful to our family members for their continuous support and encouragement.

Last but not the least, our thanks are also due to Sh. Anuj Pandeyji and Sh. Neeraj Pandeyji for
providing us with the opportunity of contributing this book and, also Mr. Vijay Rawat along with the
entire team of Himalaya Publishing House Pvt. Ltd. for constant supervision in publication of this
book and elevating its status to the present level.

Any observations or suggestions are most welcome for the enrichment of the book.

Dr. Monica Aggarwal Dr. S.K. Singh
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Management as a discipline has gained significant importance over last few decades. The
growing size of business and consistent increase in complexity of business decision-making has
made the role of managers very challenging. It is in this perspective, the chapter describes the
concept of management and related aspects along with the essence of coordination in achieving
organisational goals. After studying this chapter, a student would be familiar with the following
topics:

 Management – Meaning and Concepts

 Need and Significance of Management

 Management vs. Administration

 Managerial Role – Fayol and Mintzberg

 Overview of Coordination

 Essence of Coordination

Introduction

The term ‘Management’ in the recent years has gained significant importance and is well known
among the general public. Even in our routine life, we try to manage our day-to-day affairs by creating
proper sequence of activities. Once it is followed repeatedly, it becomes process. In order to further
improvise, we try to further streamline this process so that the problems we had faced yesterday does
not repeat today. Thus, we may say Management is a continuous process. The present chapter deals
with the basic concepts of Management and its meaning as understood from the organisational point of
view. The chapter also highlights the meaning and essence of coordination in Management.

Management:
Nature and Purpose1

CHAPTER

Unit 1: Introduction
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Management – Meaning and Definition(s)

The term ‘Management’ became prominent during the 18th and 19th centuries when industrial
revolution took place in England and large-scale production using various scientific methods was
started. In order to ensure proper use of resources, it was felt necessary to have proper system in place
which can facilitate the entities engaged in the production process to achieve their predetermined
objectives. For example, so long an individual is conducting business in the form of sole
proprietorship, he is capable of managing the same on his own. But, when the size of business grows
or expands, the number of activities, size of workforce, production output, procurement of material,
etc. also increases correspondingly. Consequently, it is not possible for an individual to supervise and
monitor all the activities of the business, he need to depend on other individuals who can act in
accordance with directions issued by him. These new individuals basically act on behalf of the
individual who appointed them and are required to assist the employer in achieving the objectives of
the organisation. It is at this juncture that the concept and use of management arises. It will help in
regulating various activities through coordinated use of material resources. In the absence of such
directions provided by management, the resources of production remain resources and would not get
converted into any kind of output. Since management has now become very old concept and has been
in practice for last many years, it has been defined with different perspectives from different
management thinkers. Some of which are given below:

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

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

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

McFarland: “Management is defined for conceptual, theoretical and analytical purposes as that
process by which managers create, direct, maintain and operate purposive organisation through
systematic, coordinated and cooperative human effort.”

Henry Fayol: “To manage is to forecast and plan, to organise, to compound, to coordinate and to
control.”

Harold Koontz says, “Management is the art of getting things done through and within formally
organised group.”

William Spriegal: “Management is that function of an enterprise which concerns itself with
direction and control of the various activities to attain business objectives. Management is essentially
an executive function; it deals with the active direction of the human effort.”

Kimball and Kimball: “Management embraces all duties and functions that pertain to the
initiation of an enterprise, its financing, the establishment of all major policies, the provision of all
necessary equipment, the outlining of the general form of organisation under which the enterprise is to
operate and the selection of the principal officers.”
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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 community with a view of fulfilling the
purposes for which it exists.”

E.F.L. Brech: “Management is concerned with seeing that the job gets done, its tasks all centre
on planning and guiding the operations that are going on in the enterprise.”

Koontz and O’Donnel: “Management is the creation and maintenance of an internal environment
in an enterprise where individuals, working in groups, can perform efficiently and effectively toward
the attainment of group goals. It is the art of getting the work done through and with people in
formally organised groups.”

James Lundy: “Management is principally a task of planning, coordinating, motivating and
controlling the efforts of other towards a specific objective. It involves the 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 centered in the administrators or managers of the firm who integrate
men, material and money into an effective operating limit.”

J.N. 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.”

It can be observed from the above definitions that various management thinkers have viewed
management from different perspectives. However, despite of varying perception, one common
observation in all definitions is obtaining the organisational goal. It has been noticed that initially
management was mainly oriented towards obtaining organisational goal and has nothing to do with the
welfare of the human resource associated with it in achieving the objectives of the organisation. But
subsequently, the definitions given at later stages realised the essence of human relations in managing
the activities and had included that aspect as well.

Though there cannot be one universally accepted definition of management, but according to
different views given by various authors, management can be classified into following categories:

I. Management as an art of getting things done
II. Management as a process.

III. Management as a group of managers
IV. Management as a discipline
According to Parker Follett, Management is defined as “the art of getting done through others”.

However, it represent traditional view of the management and does not apply in present scenario.
According to this definition, human resource employed in the organisation are considered as factors of
production. But, management, nowadays, management is much more than just managing people.
Though management aims to get the best output from people for meeting organisational goals, and
making them work effectively as a team but the interest and welfare of employees cannot be ignored.
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This definition is inherited with the following limitations:
(a) The definition is vague because it does not clearly specify the role of a manager. There may

be situation where a manager himself may also be transacting on behalf of the organisation
and also directing his subordinates for doing similar task. For example, an LIC agent is
performing a managerial role when he is directing sub-agents to sell some insurance policy
in order to meet the target specified for meeting the organisation’s goals. But when he
himself is selling a policy and negotiating a deal, he is performing a non-managerial role. In
the former role, he is directing the efforts of others and is contributing to the organisation’s
goals indirectly whereas in the latter role, he is directly using his skills as an LIC agent to
achieve the objectives of the organisation.

(b) According to this definition, management has been treated as art whereas management is
treated as science also because it is similar to science, in management also, there is
availability of systematic and organised study material.

(c) The definition highlights the unilateral or one-sided approach of management. The workers
are required to do nothing beyond the directions issued by management. Their participation
is limited only to the extent of the work they are contributing to the organisation and they
are not supposed to expect anything from the organisation in terms of better working
conditions, motivational factors, etc.

(d) It does not reflect respectable picture of the management as it portrays management as a
means for achieving the objectives of the organisation using employees as machines and
nothing more. Thus, the concern of management towards employees’ welfare is not covered
in this definition.

In view of the above reasons, we may conclude that the definition of management as “art of
getting things done through people” fails to include important functions of management and therefore
cannot be considered appropriate.

Management as a Process

It has been recognised that management has wider role than what has been highlighted by the
definition given by Parker Follett. This aspect has been taken care of in the elaborate definition of
management given by George R. Terry. According to him, management is a process “consisting of
planning, organising, actuating and controlling, performed to determine and accomplish the objectives
by the use of people and other resources”. Thus, this definition highlights the role of management as a
process – a systematic way of doing things and the following activities have been included in the
process:

(a) Planning – Managers think of their actions in advance.
(b) Organising – Managers coordinate the human and material resources of the organisation.
(c) Actuating – Managers motivate and direct subordinates.
(d) Controlling – Managers ensures minimum or no deviation of actual performance from the

proposed performance.
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Another definition given by McFarland, “Management is that process by managers which create,
direct, maintain and operate purposive organisations through systematic, coordinated and cooperative
human effort”. He also emphasises the fact that management is a process. Henri Fayol described
management as a process comprising of five functions to be performed by managers which includes
“To manage is to forecast and plan, to organise, to command, to coordinate and to control”. It is
necessary to understand here that modern authors does not recognise ‘coordination’ as a function of
management rather it is treated as the essence of management or integral part of management.
According to modern trend, management is the sum total of all those activities that:

(i) set up plans, policies and programmes of business for achieving organisational goal.
(ii) arrange men, material and machinery at a reasonable cost.

(iii) makes use of these resources into operations.
(iv) direct and also motivate the human resource at work.
(v) ensures proper supervision and control their performance.

(iv) try to create cordial environment for both employer and employees and public at large.

The above aspect of management has been shown below in figure 1.1

Fig. 1.1: The Management Process

It can be observed from the above figure that management process has the following elements:
(i) Planning: It involves the determination of objectives and the procedure for obtaining the

same.
(ii) Organising: Various activities to be performed for achieving the organisational goal are

needed to properly sequenced and allocated in different departments. Thus, organising is an
important element of the management as it helps in identification of various activities and
their allotment within different groups and creating authority-responsibility relationship
among workforce.

(iii) Staffing: In order to carry out any activity, proper number of employees of different levels
and abilities are required. Staffing helps in the same and also cover training and
development programmes for employees.

Planning Staffing Controlling

Organising Directing

Men and
Women

Materials

Plant and
Machinery

Capital

Goods and
Services used
by Customers
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(iv) Directing: During the execution of any activity, it is necessary that the subordinates are
properly communicated by their superiors. Therefore, directing is very essential element of
management as any miscommunication or lack of proper direction may affect the entire
process of achieving organisational goal.

(v) Controlling: As a part of control technique, the actual results are compared with the
standards set by the organisation. In case of any deviation, corrective actions are taken.

Main Features of Management Process
(i) Management process is a continuous process because it involve series of steps and at the end,

the manager compares the actual result with the standards and again restart with the initial
step with a view to overcome the shortcomings of the previous process. Again, a plan is
designed and the same activities are conducted with a view to further improvise.

(ii) The management process functions are interdependent as well as interrelated. There is no
specific sequence to be followed in a particular order. While one function is going on, the
other functions may also be initiated. For example, a task is given to a particular group of
employees after doing a staffing process but it is observed that they are not able to handle it
properly, then further staffing can be done for which necessary directions may flow among
superiors and subordinates. Thus, the managers are required to simultaneously conduct all
the functions as a part of their job.

Management as a Group of Managers

The term ‘Management’ implies group of managerial personnel. In the common parlance, when
we refer that management of a particular company is good or bad, we intend to comment on the entire
group of managerial personnel involved in the operation of a company. Thus, the term management
describes the group of individual engaged in the accomplishment of the objectives of the company and
each individual of the group is referred to as ‘Managers’. However, the word Management generally
covers top level management because it is the top level management which designs the strategy and
plan of the company and its course of action besides controlling the overall activities of the company.

Management as a Discipline

A discipline implies a set of well established ways of performing a task or function. Most of the
time, managers have to rely on their individual judgement while carrying out their work. There are
also many set patterns of work to guide the managers. Management is now recognised as a discipline
because it is based on system of rules of conduct or method of practice. Nowadays, various students
opt management as a career and after obtaining proficiency in the same, they choose their career in
managerial jobs. The knowledge acquired through the course help them in pursuing their jobs. Large
number of books are available for providing guidance on how to manage well with a discussion on
established ways of performing management work. This makes it clear that management is a discipline.
A discipline must have the core of principles and generalisations and it must have a basic theory
though the enunciation of theory may be complex. According to Brech, “Theory means basic doctrines
in which are enshrined the essential features underlying effective accomplishment; it is a thought
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process underlying action and deduced from a systematic study of previous actions. When viewed in
the light of this criteria, management has its own theories, its own problems and its own specific
approaches and area of study. To be a successful manager, one must understand the discipline of
management. Management as a new and separate academic discipline has drawn sources from sister
disciplines like economics, psychology, sociology and other behavioural sciences. One may conclude
that Management as a separate discipline came into existence on account of problems of Industrial
Revolution. To resolve the problems of workers, the capitalistic private sector were looking for a
positive approach through a science of new knowledge. This has led to invention of this new discipline.

Management is Both an Art and a Science

According to American Society of Mechanical Engineers, “Management is an art and science of
preparing, organising and directing human efforts to control the forces and utilise the material of
nature for the benefit of men.” Thus, it has now been accepted that management is an art as well as
science. It has the elements of both art and science. In the words of Dean Stanley, “Management is a
mixture of an art an science – the present ratio is about 80% art and 20% science.” It is regarded as an
art because the performance of managerial functions require certain skills which are personal traits of
any individual. It is recognised as science because it is based on systematised body of knowledge and
its principles have evolved on the basis of observations over a period of time. Various aspects which
proves the facts that Management is an art and science have been discussed below:

1. It requires practical knowledge: Managers shall possess practical knowledge of the domain
in which they are working and shall also know how to apply it. They shall be aware of the pros and
cons of any act as they know that only knowledge is not enough.

2. Manager shall possess personal skills: Peculiar abilities which are possessed by one
individual may not be possessed by other individual. For example, an architect may design different
structures on the same plot. This art may vary from one individual to other. One may design it
effectively whereas others may not catch attention. Similarly, every manager has personal skills as
well while applying managerial principles and it may vary on the basis of his experience and therefore
may end up different results.

3. Creativity is necessary: The act of making something in a efficient way and a different
manner, and using it in such a way to manage, is creativity. It is based in creativity and intelligence of
a person. Management also involves use of human and non-human resources in a different manner to
achieve desired objectives.

4. Learning through practice: It is said ‘Practice makes man perfect’. No one is born a true
artist. Similarly, no one learns to manage right out of the womb. An individual gains skills of
management over the time through practice.

5. Management is goal-oriented: As managerial activities are always goal-oriented and intended
to achieve desired results, various resources – human and non-human resources – are blended so that
the ability of managers of using available resources brings it near to arts.



Management Principles and Applications8

Management as Science

Management is recognised as science because:

1. It is based on set of principles: Management comprises of universally accepted principles
which are followed by managers to a large extent in pursuing their jobs. It is because of this reason
many people believe that it is a science. For example, there is a general trend of rewarding an
employee who performs well in the organisation for motivating him and enticing other employees to
follow the same.

2. It involves experimentation and observation: Most of the time, managers observe some new
techniques which are then employed in business. Finally, the results are examined so they can
eventually be adopted or avoided.

3. It deals with a stud of cause-and-effect relationship: Just as science is based on cause-and-
effect relationship to find relationships between the variables. Similarly, management also deals with
studying of relationship between actions taken by the managers and its impact on the performance of
subordinates or workers. It has been noticed that satisfactory performance of employees in any
organisation is a result of a positive working condition. In this case, the two variables are performance
and working conditions.

4. It can test validity and predictability: Validity implies the quality of being logically or
factually sound. It is the extent to which a concept, conclusion or measurement is well-founded and
corresponds accurately to the real world. In science, soundness of the scientific principles can be
verified at any given time and they provide similar results every time and in near future, probable
events can be predicted by using such principles. However, in management, the validity of principles
can be established by using them in different situations and comparing the outcome with the original
result. For example, if one intends to measure validity of unity of command, he can have a situation
where an employee has to work under two bosses and a situation where employee has to perform
under one boss, the performance of the employee can be examined under these two different situations
and accordingly, inferences can be drawn on the validity of the management principle.

Since the principle of management are not as exact as the principle of science, their application
and use is not universal. Therefore, it cannot be fully recognised as Science. Ernest Dale has called
management a ‘soft’ science. According to some management experts, management is a behavioural
science at its principles and theories may not lead to same results even if applied under same situations
at different point of times. Thus, management as an art and a science are not mutually exclusive but
complement each other. One can conclude that the science of management provides certain general
principles which help the managers in their professional work schedule whereas the art of management
enables them to deal with every situation in an effective manner.

Management as a Profession

Profession may be defined as “a specialised kind of work which is practiced using classified
knowledge, a common vocabulary, and requiring standards of practice and code of ethics established
by a recognised body.” Any profession has certain characteristics as listed below:
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 There should be a specialised service based upon advanced specialised knowledge and skill.
 There shall be a confidential relationship between the person practicing profession and the

client.
 It shall be charged with a substantial degree of public obligation by virtue of its profession

of specialised knowledge.
 It shall enjoy access to a common heritage of knowledge, skill and status to the cumulative

store and the professionals shall also contribute through their individual and collective
efforts.

 It shall perform its services to a larger interest of the general public.
 It shall receive its compensation through limited fees rather instead of direct profit from the

improvement in goods, services or knowledge, which it accomplishes.
 He shall be bound by a distinctive ethical code in its relationships with clients, colleagues

and the public.

In the light of the above requirements for profession, it is not clear whether management can be
called a profession or not. One can arrive at proper conclusion only if the features of management are
compared with the characteristics of recognised profession like medicine, law, accountancy, etc. which
are discussed below:

1. Availability of systematic knowledge: Every profession has a well-defined area of organised
knowledge. Management also deals with different areas of knowledge drawn from diverse fields like
economics, mathematics, etc. which facilitate managers to perform their job better. The coordination
in decision-making by managers of different organisations is possible as it is an application of the
same theory followed by all managers in their decision-making.

2. Formal methods of acquiring managerial skills: Nowadays, formal education and training is
an important source of knowledge. If the knowledge is gained through experience from one living
mind to another, then it is not considered appropriate for practicing managers.

3. Code of ethics: In order to protect the integrity of members, professionals must be governed
by a strict code of ethics formulated and enforced by professional bodies. In case of management,
there is no such association for enforcing code of ethics on the managerial role.

4. Social responsibility and commitment: True professionals are expected to serve with
thorough dedication and commitment. Monetary benefits are not the measure of their success. In fact,
managers are expected to serve keeping in view the long-run interest of the organisation. At the same
time, they should also be conscious of their social responsibilities. They should realise that they are
entrusted with resources of society and they must ensure their effective use.

From the above discussion, we may conclude that management cannot be regarded as a
profession in all respects but it has some of the characteristics of a profession.

Administration vs. Management

Quite often. the terms ‘management’ and ‘administration’ are used interchangeably. In fact, they
are two different levels of the organisation. In terms of hierarchy, the administration is the top level of
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the organisation which is entrusted with the main role of decision-making. They determine the policies
and objectives of the organisation or the firm. In contrast to administration, management is the middle
level executive function. They are required to implement the policies and objectives laid down by the
administration. The administration comprises of the people who have contributed capital in the
organisation, i.e., either owners or partners of the firm and intends to make return from the same. The
main administrative functions includes – managing the finances of the business, planning, organising,
staffing, directing, controlling and budgeting. The main function of management is to ensure
implementation of strategies of the administration. Management with the help of employees try to
achieve the objectives of the administration and in the same process, uses techniques of management
such as motivation, control, etc. Most of the time, it is a topic of debate – whether or not there is a
difference between ‘management’ and ‘administration’. The views given by various authors being
conflicting in nature has resulted in further confusion. American authors like Ordway Tead, Shulze,
Oliver Sheldon and William Spriegel considered administration as a broader activity and management
as a narrower activity. But British authors like Breach and Kimball and Kimball considered
management wider than administration. According to Brech, “Management is a social process
entailing responsibility for the effective and economical planning and regulation of the operation of an
enterprise in fulfilment of a given purpose. Administration is that part of management which is
concerned with the installation and carrying out of the procedure by which the programme is laid
down and communicated and the progress of activities is regulated and checked against plans.”
Theoretically, it can be said that both are different terms, but practically, one may find that the terms
are more or less same. In most of the cases, it is noticed that a manager performs both administrative
and functional activities. However, the managers who are working on the topmost level are considered
to be the part of administration whereas the managers working at the middle or lower level represents
part of the management. According to the modern viewpoint, there is no distinction between the terms
‘management’ and ‘administration’. The term ‘management’ is used for functions like determination
of policies, planning, organising, directing and controlling in the business enterprises, whereas the
term ‘Administration is used for the same set of functions in the government or public sector
enterprises. Hence, there is no difference between these two terms and they are often used
interchangeably. Academically, one may treat these terms as distinct from each other, but for practical
purposes, this distinction appears for name sake only. Even if we accept the distinction made by
American and British management experts, it will be very difficult to create a clear difference between
the two because the same set of persons perform these functions. Thus, we may conclude the
following in relation to the use of terms of Management and Administration.

1. Administration is a higher level function concerned with the determination of policies
whereas management is concerned with the implementation of policies.

2. Management is a generic term and includes administration.
3. There is no distinction between the terms ‘management’ and ‘administration’ and both the

terms are used interchangeably.

From the above discussion, following comparison may be made between Management and
Administration.
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Comparison between Management and Administration

Basis Management Administration
Meaning It is defined as art of getting things done

through others and involves direction of
efforts for achieving pre-determined goals.

It deals with the formulation of broad
objectives, plans and policies.

Nature of functions It includes function which are executing
or doing functions.

It includes decision-making and thinking
functions.

Scope Decisions are to be taken within the
framework set by the administration.

It involve all major and important
decisions of an organisation as a whole.

Scope Decisions are to be taken within the
framework set by the administration.

It involve all major and important
decisions of an organisation as a whole.

Level of authority Middle level activity. Top level activity.
Status It is taken by managerial personnel who

make use of their specialised knowledge
to fulfill the objectives of an enterprise.

It is controlled by owners who invest
capital in and receive profits from an
enterprise.

Environment It is mainly concerned with internal
environment such as implementation of
plans and policies of the organisation.

It is concerned with external environment
and includes designing of strategies for
dealing with external issues.

Influence Decisions are influenced by the values,
opinions, beliefs and decisions of the
managers.

Influenced by public opinion,
government policies, customs, etc.

Main functions Motivating and controlling the employees
and workforce of the organisation.

Planning and organising long-term
objectives of the organisation.

Usage of the terms It is generally used in connection with
business enterprises.

It is generally used in connection with
government offices, public sector
enterprises, etc.

Levels of Management

Various managerial positions on the basis of their authority, chain of command, responsibility,
etc. are categorised in different levels. The term ‘Levels of Management’ refers to a line of
demarcation between various managerial positions in an organisation. It increases with the size of the
business and workforce. The level of management determines a chain of command, the amount of
authority and status enjoyed by any managerial position. The levels of management can be classified
in three broad categories:

1. Top level (Administrative level)
2. Middle level (Executory)
3. Low level (Supervisory/Operative/First-line managers)

The role of managers at all the three levels is discussed below:

1. Top Level of Management

It comprises of Board of Directors, Chief Executive Officer or Managing Director. The top
management possesses the ultimate source of authority. It establishes goals and policies for an
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enterprise. It devotes more time on planning and coordinating functions. They are responsible towards
the shareholders for the performance of the enterprise. The role of the top management can be
summarised as follows:

(a) Laying down the objectives and broad policies of the enterprise.
(b) Issuing necessary instructions for preparation of department budgets, procedures, schedules,

etc.
(c) Preparing strategic plans and policies for the enterprise.
(d) Appointing the executives for middle level, i.e., departmental managers.
(e) Controlling and coordinating the activities of all the departments.
(f) Keeping watch on external environment.
(g) Issuing guidance and direction.

2. Middle Level of Management
The branch managers and departmental managers constitute middle level. They are responsible to

the top management for the functioning of their department. They are engaged for organisational and
directional functions. Generally, in small organisation, there is only one layer of middle level of
management, but in big enterprises, there may be senior and junior middle level management. Their
role can be emphasised as:

(a) Executing the plans of the organisation in accordance with the policies and directives of the
top management.

(b) Planning for the sub-units of the organisation.
(c) Facilitate in employment and training of lower level management.
(d) Interpreting and communicating policies from top level management to lower level.
(e) Coordinating the activities within the division or department.
(f) Preparing and sending important reports and other important data to top level management.
(g) Evaluating performance of junior managers.
(h) Inspiring lower level managers towards better performance.

3. Lower Level of Management
Lower level is also known as supervisory/operative level of management. Employees in the

category of supervisors, foreman, section officers, superintendent, etc. are included in this level.
According to R.C. Davis, “Supervisory management refers to those executives whose work has to be
largely with personal oversight and direction of operative employees”. In other words, they are
concerned with direction and controlling function of management. Their activities include:

(a) Assigning of jobs and tasks to various workers.
(b) Issuing guidance and instruction to workers for day-to-day activities.
(c) Maintaining quality as well as quantity of production.
(d) Communicating workers’ problems, suggestions, recommendatory appeals, etc. to the higher

level and higher level goals.
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(e) Supervising and guide the subordinates.
(f) Training the workers.
(g) Making arrangement of materials, machines, tools etc for getting the things done.
(h) Preparing periodical reports about the performance of the workers.

Managerial Role and Functions

Before one understand the role and functions of managers in the present scenario, one need to
understand the views given by various management experts. The functional definition of management
was given by Henri Fayol. According to Henri Fayol, “To manage is to forecast and plan, to organise,
to command, to coordinate and to control”. He defined five functions of management for the
management component and these are still considered relevant to organisations today. These five
functions deals with the relationship between personnel and its management and still prove effective in
resolving many problems. Luther Gulick coined the word ‘PODSCORB’ to describe the functions of
management. The word stands for: (i) planning, (ii) organising, (iii) directing, (iv) staffing,
(v) coordinating, (vi) reporting and (vii) budgeting. Thus, various management experts described role
and functions according to their own experiences but finally one can conclude that following functions
are considered as important part of management.

1. Planning: According to Henri Fayol, drawing up a good plan of action is the most difficult of
the five functions of management. It requires an active participation of the entire organisation.
Planning must take into account the resources available with the organisation and ability of personnel
for utilising them. The process of planning involves following steps:

(a) Determination of goals of the organisation
(b) Making projections about future
(c) Determining alternative course of action
(d) Evaluation and analysis of various alternatives
(e) Formulation of plan
(f) Designing strategies and framing policies
(g) Preparation of activity schedules.

2. Organising: Proper organisation is inevitable for effective functioning of any organisation.
There should be availability of enough resources as and when required. This implies sufficient amount
of capital, staff and raw materials should always be available so that the organisation functioning is
not obstructed at any point of time. This also helps in creation of a good working structure. The
principle of division of functions and tasks is necessary to ensure smooth flow of communication and
prevention of conflict. When the number of functions increases, the organisation will expand both
horizontally and vertically. This requires a different type of leadership. Organising is one of the most
important function among the five functions of management.

3. Directing: Clear directions are important for orderly conduct of activities and proper
performance of employees. When clear working instructions and orders are issued, employees will
know exactly what is required of them. This will also help in optimising the output from the
employees. If the employees are issued concrete instructions with respect to the activities that must be
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carried out by them, it allows them to complete their job in time and successfully. This also infuses a
sense of motivation among them.

4. Coordination: When all activities are well coordinated, the organisation will function better.
Coordination, therefore, aims at stimulating motivation and discipline within the group dynamics. This
requires clear communication and good leadership. It enables the organisation to exploit benefits of
group dynamics.

5. Controlling: In order to ensure that activities of the organisation are being carried on properly
and as per the objectives laid down, it is necessary to examine the development of the activities at
regular intervals. This process of examining the actual performance in comparison to the standards
laid down is a control technique. Control takes place in a four-step process:

1. Establish performance standards based on organisational objectives
2. Measure and report on actual performance
3. Compare results with performance and standards
4. Take corrective or preventive measures as needed

Each of these steps is about solving problems in a creative manner. Finding a creative solution is
often more difficult than discovering what the problem is, than making choices or the decision-making
process. It starts with creating an environmental analysis of the organisation and it ends with
evaluating the results of the implemented solution.

Managerial Role (Henry Mintzberg)

According to Mintzberg, “The manager who only communicates or only conceives never gets
anything done, while the manager who only ‘does’ ends up doing it all alone.” Management expert
Professor Henry Mintzberg has identified ten common role for specified manager’s work. These roles
for manager’s behaviour can be divided into three categories:

 Informational (managing by information)
 Interpersonal (managing through people)
 Decisional (managing through action).

These roles have been summarised below in the following table.
Category Role Activity

Informational Monitor To arrange and obtain work-related information.
Disseminator To share/disseminate information with others within the

organisation.
Spokesperson To transmit information to outsiders.

Interpersonal Figurehead To reflect as symbolic leader by performing social and legal
duties.

Leader To direct and motivate subordinates by selecting and training
employees.

Liaison To establish and maintain contacts within and outside the
organisation.
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Decisional Entrepreneur To explore new ideas and initiate improvement projects.
Disturbance
Handler

To mediate in disputes and take corrective action.

Resource Allocator To decide areas for application of resources.
Negotiator To protect and ensure business interests in all deals.

In actual situation, these roles may overlap. However, a manager shall try to balance them in
order to manage them effectively. While a manager’s work can be analysed by these individual roles,
in practice, they are intermixed and interdependent.

Coordination

One of the important question with regard to coordination is whether or not, it is to be considered
as the sixth function in the chain of management functions (e.g., planning, organising, staffing,
directing and controlling).

Fig. 1.2: Coordination as the Essence of Managing

According to George R. Terry and Theo Haimann, “coordination is a part of the managerial
functions of planning, organising, staffing, directing and controlling. It is one of the most important
element of management process and facilitates the entire process of managing. Therefore, it is the
essence of management. According to Terry, “Coordination deals with the task of blending efforts in
order to ensure successful attainment of an objective. It is accomplished by means of planning,
organising, actuating and controlling”. This implies, coordination act as cohesive mechanism and
helps in synchronisation of managerial functions such as planning, organising, directing and control.
As described by Mooney and Railey, “Coordination is the orderly arrangement of group efforts to
provide unity of action in the pursuit of a common purpose.” It assist in orderly execution of various
functions of the different component parts of the organisation so that the objectives can be achieved
with minimum disturbances and maximum cordial environment. Some management experts such as
Fayol, L.A. Allen, and Ordway Tead consider coordination to be a separate function of management.
However, modern management experts are of the view that coordination is not a separate function of
management. In fact, they recognise coordination as major part of all the other functions of
management. According to modern view, management cannot be accomplished without proper
coordination and hence management has to concentrate its efforts on the establishment of coordination.

Planning

CoordinatingControlling

Directing

Staffing

Organising
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Modern management experts Koontz and O’Donnell are also of the view that “Coordination is the
essence of management.” This implies that manager engaged in managing is basically establishing
coordination while discharging his duties. The essence of coordination in management can be
understood by the following functions of management:

1. Coordination and Planning: When a manager is performing the function of planning,
coordination among various activities being performed by different departments in an organisation
remains at the centre of this thought process. While planning, activities being performed by the
different departments in an organisation are considered. For example, when a sales manager is
planning to increase the market size of its product, he has take into consideration the views of the
production manager, the purchase manager, the finance manager, etc. so as to avoid any problem that
may arise in future. This clearly shows that coordination is very essential while performing the
function of planning.

2. Coordination and Organising: When the function of organising is performed, the main work
of the organisation is divided into various sub-functions. The relationships between the various people
performing those sub functions are defined so as to properly complete all the activities in a systematic
manner. During the process of organising, the manager has to make efforts to establish coordination
not only among the various departments of the organisation but also various people working in the
same department. For example, work is divided among various personnel of the department in such a
manner that where the work of one person ends, the work of the next person begins. If there will be
any deficiency in the work of one person, it will have impact on the work of others. As a result of this,
everybody make efforts to complete his work on time and the workers do not interfere in the work of
other personnel engaged in the process.

3. Coordination and Staffing: The importance of coordination is also witnessed in staffing.
Subsequent to the process of organising which help in the allocation of various divisions within
organisation, staffing is required to create positions of human resource. It involves manpower planning,
employment, wage determination, training and development. The manager has to fill all the positions
with capable and experienced people so that the various activities of the business may proceed without
any hindrance.

4. Coordination and Directing: Directing implies issuing of instructions for doing some specific
work. While issuing directions, manager is doing the function of coordination. While issuing orders
and instructions to a subordinate, one has to keep in mind the effect they will have on other people,
and one must ensure that it should not have any adverse effect. This will assist in establishing
coordination. For example, two people performing the same work shall be treated equally in order to
avoid any resentment between them. In order to overcome such problem, manager shall use free and
open discussion along with group decision-making with subordinates and other personnel engaged in
the activity. Directing without giving consideration to coordination may result in undesirable situation
and results.

5. Coordination and Controlling: It is essential that the progress of work shall be constantly
evaluated as a part of control technique so that adverse results can be avoided and corrective action
can be initiated in time. If required, the efforts of the subordinates are synchronised and tuned with the
objectives of the organisation. This effort taken by the manager in synchronising the efforts of the
subordinates to avoid deviation requires proper coordination. If it is not properly coordinated, it will
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not deliver the satisfactory results. Therefore, in the context of coordination, controlling enables
harmonisation of the objectives of the organisation and the resources available to achieve those
objectives.

From the above discussion, it can be concluded that coordination is concerned with all the
functions of management. Therefore, it can be stated without any doubt that coordination is not a
separate function of management; rather it is the essence of management.

Nature and Features of Coordination
(i) Coordination is an essential element of management process and it is required continuously.

(ii) Coordination is required at each level of management and at all stages of any activity for its
successful accomplishment.

(iii) Coordination deals with orderly alignment of efforts of the subordinates with a view to
ensure timely execution of all activities so that their united efforts finally results into the
desired objectives of the organisation.

(iv) Coordination involves synchronisation of the activities of different individuals and groups
for the achievement of certain objectives.

(v) The main purpose of coordination is to ensure unity of action towards common objectives.

Coordination vs. Cooperation

As already discussed above, coordination is an orderly arrangement of efforts to provide unity of
action with a view to accomplish common objective. In contrast to it, cooperation signifies collective
efforts of persons working in an enterprise voluntarily for the achievement of a particular purpose. It is
the willingness of individuals to help each other. Basically, coordination is an effort to seek integration
of energies of different groups in an effective manner whereas cooperation is a medium to achieve
general objectives of business. Thus, we may observe that the concept of coordination is broader in
scope than that of cooperation. It is a deliberate and designed effort by the management whereas
cooperation is voluntary in nature and exist among the individuals engaged in some common activity.
In order to achieve effective coordination, there should be actual cooperation of the group members.
For example, in a drama competition or stage shows, unless all the artists cooperate with each other,
coordination will not appear in their performance. In any organisation, it is the manager who act as
coordinator and ensures presence of coordination as well as cooperation. The participants are fully
aware of their common purpose and try to give their best in the performance. But they cannot be
successful in their attempt unless one of them coordinate their efforts. It is the manager who gives
proper directions to all the members of the group to apply the right amount of effort, at the right place
and at the right time. Cooperation provides the foundation for coordination by enlisting voluntary
efforts. According to McFarland, “Coordination is a far more inclusive term embracing the idea of
cooperation. Cooperation, that is, mere willingness of individuals to help each other, cannot serve as a
satisfactory substitute for coordination. Cooperation is for the most part the result of voluntary
attitudes on the part of people in an organisation. Cooperation is valuable element in coordination, but
cannot substitute for it.” Thus, coordination is created by an executive through deliberate action on his
part. Coordination involves concerted effort of proper quantity and quality of resources at the proper
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time through deliberate executive action whereas cooperation has no time, quantity or direction
elements. Thus, coordination is much more than cooperation.

Though these two are synonymous, they are different as below:

Differences between Coordination and Cooperation

Basis Coordination Cooperation
Meaning It is a deliberate effort by a manager so as

to have an orderly arrangement of group
efforts in pursuit of common goals.

It is a voluntary gesture of employee with a
view to help others willingly.

Scope It is broader concept than cooperation as it
also includes other issues required for
ensuring cooperation.

It is treated as a part of coordination.

Process The function of coordination is generally
performed by top management.

The functions of cooperation are prepared
voluntarily by persons at any level.

Results It requires wholehearted support of all
employees and departments.

Cooperation without coordination is
useless.

Relationship It is achieved through formal and informal
relationships.

It is realised through informal relationship.

Creation It is planned and entrusted by the central
authority and it is essential.

It depends upon the willingness of the
individuals and therefore, it is not
necessary.

Principles of Coordination

Mary Parker Follet was a sociologist and political philosopher. Based on coordination, she
formulated the following four principles of management:

1. Principle of direct contact: The coordination can be achieved through direct interaction
among the employees as it will help in overcoming long and time-consuming communication channels.
Therefore, the managers and others who are involved in the completion of task must have direct
contract with each other.

2. Principle of coordination in early stages: It is advisable for having effective coordination to
start from the earliest stages of work flow. It will help in avoiding problems during the course of work
as managers and employees would be fully aware of all aspects of the activity right from the beginning.
This will prevent any confusion at intermediate or later stages. Thus, all the personnel, including
managers, workers, etc. should be allowed to participate in the process of coordination as early as
possible the activity starts.

3. Principle of continuous process of coordination: Coordination is a continuous process which
begins right from the beginning of any activity and remain there till the activity finally terminates or
ends. It is not a one-time job.

4. Principle of situational authority: According to Follet, the purpose of authority is vested
with managers not with the purpose of gaining dominance over others. Rather, it is required to bring
about integration and harmony in the functioning of an organisation. Managers need to exercise the
authority vested with them as per the situation. Follet terms this as the ‘Law of the Situation’.
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Techniques of Effective Coordination
In order to have effective coordination among the various activities, staff and departments,

following methods of techniques should be followed:

1. Simple organisation structure: The structure of organisation has direct relationship with the
coordination. If organisational structure is complex, coordination is not possible. Therefore, one
should have structure of organisation which is simple for the attainment of coordination.

2. Clearly defined goal: The goals of the organisation must be clearly defined so as to have
effective coordination. The departments and the activities to be undertaken in each department should
also be clearly defined and must be simple also.

3. Harmony in policies: The organisational programmes and policies shall be harmonised to a
large extent for effective coordination. This will allow simplicity in discussion.

4. Effective communication: Effective communication is very essential for coordination.
Therefore, organisations shall manage effective communication system for effective coordination.
Effective communication needs clarity, simplicity, dependability, self-confidence, etc. The channels of
communication should be clear and shall not lead to distortion of communication. Personal contact
and interactions shall be encouraged as it adds to effective coordination.

5. Effective leadership and supervision: Leadership assist in proper coordination, planning and
implementation of plan along with the correct supervision. Effective supervision helps in identifying
any deviation from specified objective and timely correction. A manager can have effective
coordination with the help of sound leadership and supervision.

6. Clarifying authority and responsibility: All the staff members of organisation have certain
rights and responsibilities and these should be defined clearly for good coordination. In case, there is
any ambiguity in the rights and responsibilities of staff member, it creates conflicts among staff for
rights and responsibilities. Hence, well-defined right tend to eliminate conflict and allows creation of
good coordination.

Review Questions

1. “Management is the art of getting things done through people.” Comment.
2. Explain the concept of Management. Review in brief the main functions of management.
3. Explain the concept and significance of management. Distinguish between management and

administration.
4. “Management is the effective utilisation of human and material resources to achieve the

enterprise’s objective.” Comment.
5. How would you argue that management is important for all organisations?
6. “Management is both an art and a science.” Comment.
7. Distinguish between Management and Administration.
8. Explain the term ‘Coordination’. What are the various techniques of coordination?
9. “Coordination is the essence of management.” Explain the above statement and state the

principles of effective coordination.
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10. What are the functions of a manager? Is mere knowledge of management enough to become a
successful manager?

11. Write a note on various managerial roles as described by Henry Mintzberg.
12. What do you understand by the term ‘Level of Management’? Briefly describe the different

levels of management.
13. “To manage is to forecast and plan, to organise, to command, to coordinate and to control.”

Discuss the statement.
14. What are the functions of a manager? Is mere knowledge of management enough to become a

successful manager?
15. Name the various functions which constitute the process of management and discuss each of

them briefly.
16. “Management is the coordination of all resources through the process of planning, organising,

staffing, directing and controlling in order to attain the stated objectives.” Comment on the above
statement and describe briefly the functions of management.

17. Explain the term ‘coordination’. What are the various techniques of coordination?
18. Explain briefly the concept of coordination.
19. “Coordination is the essence of management.” Explain the above statement and state the

principles of effective coordination.
20. In what sense is coordination called the essence of management? Discuss some of the important

methods used for coordination of a business enterprise.
21. What do you understand by the term ‘Levels of Management’? Briefly describe the different

levels of management.
22. What functions and duties are associated with top and middle management in a modern industrial

unit? Explain briefly.
23. Write an explanatory note on the skills required by managers.
24. Critically examine Henry Mintzberg’s managerial roles approach to present-day management.
25. What are the skills and skill mixtures which managers at different levels need to possess?
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