3
" Principles and Practice of Managene,,

In the present context, managing has become one of the most Importiant arcas of hy
ﬂ-l:lh’ll‘jl" because of Increasing role ol large and ;:ampll:l: organisations in the soticly. Becg

of their Incrensing role, the organlaations have aliracted the attention ofboth pracutionerg
and academiclans to Mind out the answer of the question how these organisations can b,
made more eflfcctive. This has led to the development of a new fleld of study known q
management. It has grown over the perfod of time and in loday's context, it has emerged aq

one of the most lmportant disciplines of study and research,

Concept of Management

The study of a discipline should start with its definition delineating properly its contents

and characteristics, deflning Its scope and boundary, and prescribing the objectives for
which it stands. From this peint of view, we can proceed only when we dellne management,

However, a precise deflnition of management |s not so simple because the term management
Is used In a varlety of ways. Belng a new discipline, It has drawn concepts and principles
from a number of disciplines such as economics, soclology. psychology. anthropology.
statistics, and so on. The result 1s that each group of contributora has treated management
differently. For example, economists have treated management as a factor of preduction;

soclologists have treated It as a class or group of persens; practitioners have trealed [Las a
process comprising different activities. Naturally, all these divergent groups view the nature

and scope of management from thelr own polnts of view. Thus, taking all these polnts of
view logether. it becomes difficult to deflne management In a comprehenstve way. In the
present context, the term management [a used In three alternative ways:

1. Management as a discipline,
2. Management as a group of people, and

4. Management as a process,

Mansgement as & Discipline
Discipline refers to a fleld of study having well-defined concepts and principles. When we
refer to management as a discipline, we include In It the various relevant concepts and

principles, the knowledge of which alds in managing. From this point of view, management
can be treated either as an art or sclence, the two basic and broad disciplines. However,
since management prescribes various principles and how these principles can Le applied
In managing an organisation, it has the erfentation of both, sclence and art, a phenomenon

which will be discussed later In this chapter,

Mansgement as a Group of People

Sometimes, we refer to management as a group of peaple in which we tnclude all those
personnel who perform managerial funetions |n organisations. For example, when we talk
about relationship between management and labour in an organisation \I:‘t refer to two
distinct classes or groups of personnel In the erganisation. 'n the Mirst ;_-me'gnry we include
all those persons who are responsible for managerial lunctions and in the aﬂ:ﬁrlld category.
we Include non-manageral personnel. This approach of using management | te popular
however, It does not serve our purpose nl'd:ﬂnlng the term management e

Management as a Process

In studylng management discipline, we generall [ rocess
process can almply be defined as E}'ﬂtcmfﬂﬂ mnl{;; ;; htznmdw::;:;: [:'uﬂmirﬂ' né
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Nature of Management
B

:;::Sﬁiﬂi“j;uzrr:ﬁ::ﬂiﬁ t::-r: treated as n complex one which can be referred to as an
e e Eb]‘rﬂj:.;- :ll thronugh Interrelated siages of analysis directed towards the
existence In which ever raet of objectives, It 1a a concept of dynamie rather than static

s and relationships must be seen as dynamile, continuous and
fMexible. and as such, must be considered s i s : :
s VAR ST i d et l: cred as o whole, Thus, management as a process
deflned precisely lo 1|nliw:‘rql:l|{1|1ﬂ:;1h.“.[m'Im. However, what Lhess activitics are st be
way, we can dtﬁnc 'I'I'Ii'lnap:i:mc i e exact nature and scope of management. In a simple
e nt as what managers do. However, this deflinition, though

ple, sullers [rom two limitations:

1. There is a problem in tdentifying the people In the organisation who can be called
managers because there Is no uniformity in the titles given to the people. For example,
people may be called as president, chief execullve or managing director at the top
level. Similarly at the middle level, they can be called as executlve or accountant,
and at lower level as supervisor. Therefore, It becomes difficult to ldentify wholsa
manager and who Is not; whose activitles should be treated as managerial and
whose activities as non-managerial. Thus, what should be studied is not clear.

2. Even If the problem of identifying people as managers Is solved, the problem of
identifying managerial activities still exists because people known as managers
may perform different kinds of activities, some of which may not really be managerial.
Therefore, unless some yards*icks are prescribed to distinguish between
and non-managerial activities, managerial activities cannot be |dentifled.

In order to overcome these limitations, the total actlvities of an organisation can be
divided into two groups: operational and managerial. Those activitles which are of operative
nature through which actual work s accomplished such as handling a machine by workers,
putting the materials into godown, elc., are called operational activities. As against this,
some activities are performed to get’ things done like a supervisor Instructing a worker to do
a particular job, or marketing manager Instructing his salesmen to contact the customers
to sell the product, etc. Such activitics are different from the first group and are knowt as
managerial activities. Thus, management can be defined as the process of getting things
done by others. Management 13 invariably defined as the process of ‘gettng things done
through the efforts of others’, 'getting from where we are to where we want to be with the
least expenditure of tme, money, and efforts’, or 'coordinaling individual and group efforts
toward superordinate goals'. Though these definitions of management as process use

different terms, all of them convey the same set of meanings in their final analysls. However,
the problem of defining management as a process is not over because of the existence of
different approaches in this context too. Historically, four such orlentations have been

adopted in defining management process:
1. Production- or efMclency-oriented,
2. Declslon-oriented,
3. People-oriented, and

4. Function-oriented.
et ee_meedmntad Nafinitian. Thase who have put forward the concept
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Prineyples ariel Practice of Mﬂ“%w

*Management Is the art of knowing what you wan! to do and then seeing that it is done i
the best ard cheapest way, ™'

This delinition emphasises relationship belween efforta aned rr-..quld.q_ as ::E|nhjfﬂm of
management bul do nol specify how these objectiven car e aehieved, To that extent, (hig
definition does not offer exarct explanation of the nature of management,

Decision-oriented Deflnltion. Dectaton-oriented definition of managemen! has been
provided by deciston theorists wha have seen manngement process in terms of decision
making I-‘rI-T example, Peter Drucker, o noted management thinker, has vieweel Lhat the i
of a m-:um;:-r is a peipelual decision making petivity, Whalever & manager dloes, he doey
onv through dectsion making. Declston-making power provices a dynamle force {r managers
to transform the resources of business organisations into i productive, Coope ralive coneen.?
These decision theorists have emphasised the role of decislon making In management to
such an extent that ene of them has viewed thal “management means dectsion making.? A

mare formal decision oriented definition of management has been providerd by Stanley Vance
as follows:

“Management i« simply the process of decision making and control over the artion of
human betngs for the expressed purpose of attalning pre-determined goals.™

The decision-oriented definition of management indicates that the basic activity of a
manager is to make decisions and enforce these decislons. However, this does not provide
the processes In which context decision making is applied.

People-ariented Definition. In this group of definition, management Is Jefined as a process
of coordinattve efforts of people In organisations. Various authors have emphasised the role
af peopie in the organisations. They have viewed that management is the direction of people
and not of things; management {s personnel management; and so on. Lawrence Appley has
called management as personnel management and has defined It as follows:

“Management is the accomplishment of results through the efforts of other people.™
Koontz has defined management In simllar way when he says that:

“Management is the art of getting things done through and with people in formally onganised
groups.™

These definitions, no doubt, offer better explanations of the nature of management

though these do not specify the functions or activitles Involved In the process of getting
things done by or with the cooperation of other people.

Function-oriented Deflnition. This deflnition puta emphasis on the various functions

performed by managers In organisations though there Is no uniformity tn these functions
In different deflnitions. For example, McFarland states that:

‘Frederick W. Taylor, Sctent(fic Management, New York: Harper Brothers, 1911,

“Peter F. Drucker, Management Tasks, Responsibilities and Practices, New York: Harper & Row, 1974
*William E. Moore, The Professions: Roles and Rules, New York: Dasic Books, 1978

‘Stanley Vance, Industrial Administration, New York: MeGraw-Hill, 1959,
"Lawrence A. Appley, “"Management—the Simplest Way,” Persannel Val 18 s & - =nz.and
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Nature of Management y
“Man rtp:rm;n: I8 defined for coneeplual, theoretical, nnd analylical purposes as that pro-
cesa by which managers creale, direct, malntaln, and operale purposlve organisatlons
through systematic, coonlinatedl, cooperallve human elforis ™

Function-oriented definitions of management are more relevant for underatanding the
exact "“r“‘“' and scope of management in splte of the foct that there is no unanimity over
varfous functlons. From this polnt of view, we can define management as follows:

“Management i= a process involving planning, organising, staffing, directing, and controlling
human efforts to achieve stated objectives In on organisation,”

Features of Management

In the light of the above discussion and definitions, basie features of management can be
identified which are as follows:

1. Organised Activities. Management is a process of organised activitiea. Without organised
activities, two groups of people cannot be Involved In the performance of activities. Where a
group of people are involved in working towards a common objective, management comes
into existence. The organised activities may take a variety of forms ranging from: a tightly-
structured organisation to a very loosely-knit organisation. It can be a company like Tata
Iron and Steel Company or a local soclal club. But all erganisations have one thing In
common; they want to progress effliclently towards the achievement of their objectives,
through the coordinated efforts of peeple. This Is done by management process. Therefore.
where a single IndIvidual pursues his personal objectives, management has no operational
meaning. However, when an atlempt {s made to channel the individual's quest for personal
ohjectives along the lines that contribute to the overall objectives of the group, management

becomes the means by which the random action Is controlled.

2. Existence of Objectives. An objective or sct of objectives should exist towards which
the organised group activitles are directed. Without objectives. it becomes difficult to deflne
the direction where organised group activities would lead to. The existence of objectives Is
a basic eriterion of every human organisation because all organtsations are deliberale and
purposive creation and, thereflore, they should have some objectives. The objecUves arc
agreed upon by the members of the group or the organisation. The organisational objectives
are the desired state of affatrs which an organisation attempts to realise. This realisation of
abjectives 1s sought through the coordinated efforts of the people constituting an

organisation.

3. Relationship among Resources. Organised activitles meant to achleve common goals
are brought about to establish certaln relationships among the avallable resources.
Resources include money. machine, materals, and people. All these resources ane made
avallable to those who manage; they apply knowledge, experience, principles for getting the
desired results. Thus, the essence of management I8 Integration of various organisational
resources. However, since people at cperallve level do the things by the use of varlous
physical and other resources, it is more Important for the management to take care of
integration of human resources. Thus, management Is concemned with the proper ulilisation
of human resources which, In turn, utllise other resources.

4, Working with and through People. Management involves working with people and getting
organisational objectives achleved through them. The idea of working through people 1s

"Dalton E. McFarland, Manogement Principles and Proctices, New York: Macmilian. 1874, . 6.
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8 Principles and Practice af Managemey,
interpreted in terms of assigning activitles to subordinates. The superior-subordinate
relationships are created because of organised activities, Through the process of asslgnmen,
and reassignment of activities, the aciual work 1s performed by people at the uperative leyg)

which Is the lowest level in an organisation, Thus, a sizeable proportion of managemen
prineiples relates to how human beings can be put for better efforts In the organisation,

5. Decislon Making, Management process lnvolves decision making al various levels for
getting things done by others, Declsion making basically involves selecting Lthe most
appropriate alternative out of the several. If there is only one alternative, the questlon of
decision making does not arise. The qualily of alternative which a manager selects determines
the organisation's performance, and the entire future of the organisation rests on the degree

to which the right decisions are made by managers. Therefore, the success or [allure of
managers can be judged by the quality of decisions that they make.

| There are varfous elements of management process. These are generally classified as
planning, organising, stafling, directing, and controlling. The coordinated perfonn

L] L] H.I.
these leads to the realisation o : i

of organisational objectives, This aspect of
will be discussed in Chapter 3. Jec pect of management process

Scanned with CamScanner



MPORTANCE OF MANAGEMENT

Management has been important to the datly lives of peaple In groups since long. Therefore,
a question |s raised that If the management has been so important for human lives, why It
has assumed added {mportance in the present-day society. The possible answer of this
question can be traced In the context of emergence of large-sized organisations, The
management of these organisations has become much more complex than what It used to
be earlier. Along with the size, another dimension which has added to the complexity of
managing Is the changing nature of soclety and its various constituents. Therefore, the
issue before the present-day managers s how to take care of these changes so that
organisations achieve thelr objectives, Thus, management has become cru-ial not only for
the organisations but for the soclety too. Even classical writers on management have
recognised its importance long back. For example, Urwick has commented that:
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12 Principles and Practioe of Hm%r

Mo mﬂ'ﬂlt‘g}'. nn IEm. ar Pﬂ]lﬂfﬂ] mfm‘f can win mjlt'r Elutpl.lt "ﬂl'“.h- |¢ﬁﬁ ':'IT'“HH rmm i
given complex of human and material resources. only sound management. And it |s on
such greater output that a higher standard of life. more leisure, more amenities for aj]

must necessarily be found. ™
The Importance of managemen! may be traced in the [ollowing contexts:

1. Effective Utillsation of Resources. Management tries to make effective utilisation of
various resources. The resources are searce In nature and to meet the demand of the
soclely. their contribution should be maxmum for the general Interests of the soclety,
Management not only decides in which particular altermative a particular resource should
be used, but alse Lakes aclions o utilise 1t in that particular altermative In the best way,

2. Development of Resources. Management develops various resources. This [s Tnie with
human as well as non-human factors Lawrence Appley has emphaslsed that management
I8 the development of peaple. ' However, most of the researches for resouree development
are carmied on In an erganised way and management is tinvolved in these organised activittes,
Thus, through the development of resources, management Improves the quality of lives of
people In the soclety,

4. To Incorporate Innovations. Today. changes are oceurring at a very st rate In both
technology and soclal process and struciure These rhanges need to be Incorporated to
keep the organisations alive and clliclent. Business organisatlons are meving rom primilive
to sophistication. Therefore, they require high degree of specialisation. high leve]l of
compelence, and complex technology. All these require efllcient management so that
organisations work In the most ellicient way.

4. Integrating Various Interest Groups. In the organised efforts, there are various Interest
groups and they put pressure over other groups for maximum share In the comblned oulput,
For example, In the case of a business organtsation. there are varous pressure proups
such as sharcholders, cmployees, government, et These Interest groups have pressure
o an ﬂl’gﬂ.lli!lﬂ”ﬂl'l. Ina more advanced and l'umptr:-_ sociely, more sie]y pressure s on Lhe
organisation. Management has to balance these pressures (rom varows Interest groups,

5. Stability ia the Soclety. Management provides stability in the soclety by changing and
modifying the resources In accordance with the changing envirenment of the soclety. In
the modern age, more emphasis is on new Invenuens for the betterment of human beings.
These inventions make old sysiems and laclors mostly chsalete and inefMclent. Mana gement
provides integration between traditions and new Inventlons. and saleguards soclely from

the unfavourable Impact of these Inventions sa that continuity |
gy ulty In soclal process s

Nature of Management

The study and application of management techniques in
organisation have changed Its nature over the pm{?d of um:lan.agln_g the afTairs of the

practice came long ago. in fact, with the existence ol human groups themselves its impact
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Nature of Management 13

decades. Various contrbutions to the Neld of management have changed s nature, for
example. from merely a practice to selenee also, Similarly, other ehanges have also occurred.
Thus, the nalure of m anagement ean be deaertlbed ns lollows:

1. Multidiseiplinary. Management 1s basteally multidisciplinary. This fmplies that, although
management has been developed as a separate discipline, IL draws knowledge and concepls
from varlous disciplines. It (reely draws ldeas and concepts from such disciplines as
pﬂ-}"ﬂhﬂ]ﬂﬂ. soclology, ﬂl:lhrupﬂlumr. cconomics, ecology, statlstlcs, operallons research,
history, etc. Management inlegrates the ldeas and concepls taken from these disciplines
and presents newer concepts which can be padt Into practce for managing the organisatlons.
In fact, the Integratlon of knowledge of varous disciplines Is the major contribution of
management and (his integrated discipline 1s known as management, Therefore, the

contributions in the fleld can be expected from any discipline which deals with some aspects
of human belngs.

2. Dynamie Nature of Principles. Principle Is a fundamental truth which establishes
cause and effect relationships of a function. Based on integration and supported by practical
evidences, management has framed certaln principles. However, these principles are flexible
in nature and change with the changes In the environment In which an organisation
exists. Because of the continuous development in the fleld, many clder principles are being
changed by new principles. Continuous researches are being carried on to establish
principles in changing soclety and no princlple can be regarded as a final truth. In fact,
there |s nothing permanent In the landslide of management.

3. Relative, not Absolute Principles. Management principles are relative, not absolute,
and they should be applied according to the need of the organisation. Each organisation
may be different from others. The difference may exdst because of time, place, soclo-cultural
factors, etc. However, Indlviduals working within the same organisation may also difer.
Thus, a particular management principle has differenl strengths in different conditions.
Therefore, principles of management should be applied in the light of prevalling conditions.
Allowance must be made for different changing environment.

4. Management: Sclence or Art. There Is a controversy whether management is sclence
or art. However, management is both a science and an art. This will be elaborated later in
this chapter.

5. Management as Professlon. Management has been regarded as a profession by many
while many have suggested that it has not achieved the statlus ol a profession. This aspect
will be discussed later in thls chapter.

8. Universality of Management. Management 1s a universal phenomenon. However,
management principles are not universally applicable but are to be modified according to
the needs of the situation, Universality of management will be discussed later is this chapter.

The nature of managemen! suggests that It 1s a multidisciplinary phenomenon; its
principles are flexible, relative and nol absolute. It Is both selence and art; it can be taken

as a profession and finally it Is universal. However, the last three aspects need further
elaboration because of differing views over these aspects of management.

MANAGEMENT: SCIENCE OR ART

The controversy with regard to the nature of management, as to whether it Is a sclence or
an art, is very old. This controversy, however. Is not very much in the air though the
controversy 18 yet to be settled. Specification of exact nature of management as science or

h-_
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14 Principles and FPractice qffrfﬂnﬂg,gmﬂl

art or both {s necessary to specify the process of learning ﬂrmm"E;rE:’:_[;ill:::t: ::;:;atlnld
that the learning process in sclence differs from that of art. Leamn - "

continuous pr
Involves the assimilation of principles while learning of art Involves iis ntof the l:E a:::fu
Much of the controversy ol management as sclence or art |s UT ﬂzi';:;_.ﬂ rummnn‘.;nn:t
the earlier captains of industry and managers have used Intultion, hu : s

and experience In managing organisations. They were not tralned prnﬂn:na{uni-?] E?:ﬁ;rs.
although they were very brilllant and had developed commonsense throug id

managed well. Commonsense and science differ in the following ways:
1. Commonsense |s vague as compared to sclentlflc knowledge.
2. Flagrant inconsistency often appears In commensense whereas logical conststency
Is the basic of sclence.
3. Seclence systemalically secks to explain the events with which it deals; commonsense
lgnores the need for explanation,

4. The sclentfic method deliberately exposes clalms to the critical evaluation of
experimental analysis; commonsense method fails to test conclusions In any

scientfc fashion.
Sclence 1s based on logieal consistency, systematic explanation, crtical evaluation
and experimental analysis. Thus, sclence can be defined as follows:

“Science s a body of systematised kmowledge accumulated and accepted with reference to
the understanding of general truths concermning a particular phenomenon, subject, or
object of study.”

Thus. sclence Is a systematised body of knowledge. The process of sefentific theory
censtruction and confirmation can be viewed as Involving the following steps:
1. The formulation ol a problem or complex of problems based on observation;

2. The construction of theory to provide answers to the problem or problems based on
Inductions from observations:

3. The deduction of specific hypotheses from the theory;

4. The recasting of the hypotheses In terms of speciflc measures and the operations
required to test the hypotheses;

5. The devising of actual situation to test the theorem; and
6. The actual tesling in which conflrmation does or does not occur.

Management as Sclence
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Nature of Management 15

2. One of the mont Important rules of pelenee In thnt coneepls have 10 be deflned
clearly n termn of the procedures lnvoleed o il measnrement, Oone s Lo know
exactly whit one tn talltag abont while wstngg o partlentar term. Meanings have to
be clear ml b lgoonim fo sl con Bosdon and ereoneons climsileatlon. However,
In management, varous (eeos aee ot ased 100 1e sime way and glving same
meaning. Even the mnjor terms ke nuougement and organtsation are used in
different ways. The reanon for i phenamenon I gquite simple. Since the second
decade of the lnst century, n mumber of dllseiplioes have clalmed o contribule o
human knowledge ol mannging. These disclplines bove been mmalure 1o be asclence.
The consequence has been almost unfathomable confusion over the various lerms,
a confusion in which ambivalence in using the various terms has played a
censplcuous parl.

In sclence, observatlons must be controlled so that causation may be imputed
correctly. The most common method of ellminating a given factor as possible cause
of an event s 1o hold It constant—to keep It from varying so thal 1L cannol operate
as a source of change. This Is o diMeult rile o follow, speclally In studying
organisational phenomena, Varlous research studles In management have suffered
because of the bias of researchers. In many studles, for example, a varlable that
was thought to be Irrelevanl was found Lo exert a causal influence. However, the
cllort to identify factors that must be controlled and to develop procedures to
accomplish this is a continuing one. To the extenl that this effort 15 successful,
reliability of perceplion and reasoning, dind hence valld explanation, 1s possible,

4, Theories In sclence are In lerms that permit empirical confirmation. Sclentific
statements are testable and the tests are capable of repelition with same result.
Furthermore, explanalory siatements are logleally consistent with other explanatory
statements thal have been Irequently canllrmed. Thus, ratlonality of lotal sclentile
system |3 maintalned. However, this does nol happen In management exactly. Many
of the management princlples lack empirical evidences and are nol lestable. Further,
these principles do not give similar results under varylng conditions and, therefore.
lack universal application. No doubt, altempts are belng made to evolve principles
In managemenl on the basis of scientific observations which meay have universal
application, but stlll the process Is In an evolullonary stage. Until such principles
are not evolved, management cannol be called a sclence In Ils true sense,

The various factors analysed above suggest that management Is not a pure sclence
but it can be simply called ‘Inexact sclence’, This Is so because management also makes
use of scientific methods In evolving principles. Therefore, it bears partial characteristics
of sclence, In fact, many people have suggested that with greater use of mathematles and
statistics in management, the direction Is lowards more and more use of true sclence In
management. This Is true but It must be remembered that management Is not becoming
mathematics, rather mathematics {s belng used to explain, codify, and help to decide
Issues in management. Mathematics Is a basic abstract sclence. It Is furdamental to other
sciences. For example, il Is basic to the study of physics. But it Is not the mathematics
that is the sclence of managemenl but the use of mathematics helps in relating and
understanding the activity of management. The knowledge consists in how and where Lo
use mathematics in solving Issues of managerial diMculty. Selence may contribute to the
solution of managerial problems in two ways: {( exlsting research and theory relevant to
the problem may be brought to bear on its solution and () where suffictent time s avallable,
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concerned; there was considerable overlapping of time (0o, an shown jp Tahy 2.
. "n.

periods presented are approxtmate,
TABLE 2.1: Evolution of management thought

Periocd _-"‘-\

Management thought
1. Early contributions i}gr_!;j glz:atmtm}r _—-‘-\
2 Scientiflc management 1916- 1940
3. Administrative /operational management 1930- ]{gﬁ[}
4. Human relations approach 1940- 1050
5 Social systems approach 1945- 1965
6. Decision theory approach 1950-1960
7. Management sclence approach 1950-1970
8. Human behaviour approach T
9. Systems approach ::;;3: xwa.ﬂ:l:
10. Contingency approach —

Another elassification of management thought and approaches [ in the form of classyey
neoclassical, and modern. Classical approach Includes sclentific management n

administrative /operational management. Neoclassical approach Includes human relation,
approach and some relevant part of soclal systems approach, decislon theory approach,
management science approach, and human behaviour approach. Modemn approach Include
systems approach, contingency approach, and some relevant portion of the above approaches
not Included in neoclassical approach. However, this classification 1s time-specific becanse

what {s modern in today’s context, may not remain the same in future,

EARLY CONTRIBUTIONS
Before the systematic study of management which started close to 19th century,
contributions in the fleld came from a vardety of sources. For example. the concept of
erganisation and administration existed in Egypt in 1300 B.C. Confucius's parables included
suggestions for proper public administration and admonitions to choose honest, unselfish,
and capable public officers long before Chirst. Kautilya has offered sound principles of
state adminlstration In 320 B.C. Roman catholic chureh Introduced the concept of staff
persannel Inchurch administration which was further carried on by military organisations.
The camerallsts, a group of German and Austrian public adminlstrators and intellectuals,
cmphasised systematic administration as a source of strengths during 16th to 18th cenfurics
These contributions provided some Insights about how resources could be utilised mo®
effectively. However, these eontributions were outside the fleld of business and other
&conomlc organisations,
In the field of business isalions,
Owen, James Watt, Ehmﬁ::ﬂiharll:ragc, ;:l m:mmwmr: (t;.-;::hm mm;dw
aspects in m : El'n]ﬂ'lﬂ-!-l
pec anagemenl and advocated a number of bene(lis to employees.
concentrated on developing concepls relaling to efT . at
abopFioar eval, Ths e T8 g to effective utilisation of resources
ame bit by bit and in haphazard manner and
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_pprne™! of Management Thought
o
AT
o Ha‘“m‘ gCIENTIFIC MANAGEMENT
‘[111'111!1 of EI:lm-ﬁn:ltlr Ij“mn“’"‘!'nl waa Inlrodaeed by Frederiek Winale
e 1“‘!:‘.'""1'1“"" 1.11 201 'H.:'ntm'r Tt oneept was Dt e iy }-w Twgler 1oy 1 1A
J;Fﬂtwf‘ . oniry Clamit., SEOTEE Nerth, Edward Felen, ele e entille rank and (han
.nf“' essentially with improving the operational eMeteney al the of IETRR P
o management as follows: vy Ml lesre] Tl

;Ifﬁnﬁi scientifle

n_qdﬂ-,uﬁr' mAnAECmen
{hen =e€ in that they do il in the beal and cheapeal way

has
{ 18 concerned with knowing exactly shal you sant men 1 de and

u]

Since Tavior has put the cmphaslia on anlving managerial problema in a se
hels called as ‘father of sclentilic management’ anel hiaconteibations as ':"‘ﬂﬂﬂr‘ rﬂ
management. Though his contributions have hyer cime Fr:lrllljr.raerrrITrlnu#‘
il the label sclentilic management Is uned for hia rranlrlhurjn;n it :..1::::;
ay management thoughts and practices are not aclenilfie In Gact
been taken much later than the contrfbutions of Tayloe - &

Tavior joined Midvale Steel Company In U.S.A. as a worker and latrT on herame
egpervisor. pDuring this period, he continued his studies and cventually completed his HE.
Master of Engineering). Subsequently, he joined Bethlehem Steel Company. At botl hese
iaces, he cartied experiments aboul how to Increase the efMclency of people. Even after
mig retirement. he continued 1o develop sclentifle management. On the hasts of his
experiments. he published many papers and books and all his contributions were

i his book Management . Taylor's contributions can be described in two parta
cements and tools of sclentifle managemen

Dements and Toals of Scientiflc Management

Taylar conducted various experiments at his work-places to find out how human betmd®
ol be made more efficient by standardising the work and better method of doing the
work These experiments have provided the following features of sclentific management

1. Separation of Planning and Doing. Taylor emphasised the separation of planning aspect

om artual dotng of the work. Before Taylor's sclentfic management, a worker used to plan

ahout how he had Lo work and whal fnatrments were necessany lor that, The worket WS

put under the supervision of a supervisor commuonly Known ias g boss. Thus, supervisce's

jab was merely Lo see how the workers were pr.'tjumlilm. This was crvalitg & lot of probiems.
isor and the worket

and Taylor emphasised thal planning should be lelllo the supery
emphasise only gperational work.
from dolng resulted In development

2. Functional Foremanshlp. Separation of planning

of supervision syslem which could take planning work adequately besldes keeping

supervision on workers., For this Fuﬂ-mgr, Taylor evolved the concepl of [lII'LflIEﬂll
1 thils sy siei eighl persdins ax i

foremanship based on ﬁpﬂ_-wll.nuuun of functions. I
to direct the activities of workers. Ot of these, [onar persiies are voncerned with planning:
| clerk. (11 thne andd cost cleth il (1) disctplinanian The

[0 route clerk. (1) Instruction CAre _
remaining four persons arc mm-fnmi with dotng aspect ol the work. These arc CE
boss, [If iInspector, (i) madn lenance forermian, aindd (00 g Boss. All of them give directions
to workers on diferent aspects ol work. This I# aguinst unity of pomimand prlnflple as
shown in Figure 2.1.

i
al ._g"jrﬂﬂ fic

il that
apement

prrsrnlrd
anal as a science has
bt

hrpcrﬂrnthnt 1911

l-—
Frederick W. Taylor, Setenitfic AManagement. Hew York: |
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A
napactor

|
| | _ |
Rodts dark | [ nstruction | | Time and
cosl clork

card clerk

FIGURE 2.1: Functional foramanship
rtaken to find out the one best way of doing th,
which requires the least movements, consequenty

less time and cost. The best way of doing the things can be determined by taking up time.
motion-fatigue studies. (1) Time study Involves the determination of time a movement takes
to complete. The movement which takes minimum time is the beat one. This helps in fixing
the fair work for a period. (1] Motion siudy involves the study of movements In parts which

are involved in doing a job and thereby eliminating ihe wastelul movements and performing
tion of unnecessary movements in doing work reduces

only necessary movements. Elimina
time taken in performing a work and also the fatigue of workers. (tl) Fatigue study shows
ired in completing the work. After a certain peried of

the amount and frequency of rest requ _
with full capacity. Therefore, they require rest

time, workers feel fatigue and cannot work
iry between, When the rest is allowed, they start working with full capacity. Thus, job analysis.

as given by Taylor, suggests the fair amount of a day's work requiring certain movements

and rest periods Lo complete it

4. Standardisation. As far as possible, standardisation should be maintained in respect of
Instruments and tools, perfod of work, amount of work, working conditions, cost of production.
etc. These things should be fixed in advance on the basts of job analysis and various

clements of costs that go in performing a work.

5. Sclentific Selection and Tralning of Workers, Taylor has suggested that workers should
be selected on sclentiflc basis taking into account thelr education, work experience. ﬂPﬂh’d"
physical strength, ete. A worker should be given work for which he Is physlfﬂﬂ}' and i
technically most suitable. Apart from selection, proper emphasis should be given on -
training of workers which makes them more eMcient and effective.

um

:.H Finn{l;:lll Incentives. Financial incentives ean motivate workers to put in their maxi®
orts. Il provisiens exist to earn higher wages by pr.*ting In extra effort, workers will b€
motivated to earn more. Taylor himself applied the concept of differential pjm.- rate syste™
which was highly motivating. According to this scheme, a worker who completes the \t’lvﬁlrﬂlil
work gets wages at higher rate per plece and one who does not complete gets at lower ™

Thus, there Is considerable difference in wages between those who oo e tote the work a1
those who do not complete. To make the differential plece mx ;:E‘qudh Taylor h#® ]
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sted that wages shla:uld be based on Individugal performance
ol e occuples. Further, the wage rate should be fixed and not on he post
s 0N accurate k o
jmalcs: nowledge and noy

il psl
,nomy: while applylng scientific management, not only

JEE
:||ml1d he Wnslrlﬂrtd bul adequalte consideration should

sclentifle and technieal aspects

be given to ec
cof ihils purpose: techniques ol cost estimates and control should be 1dn:tzzm_’.'!’h and profit.
- - The economy

 aprolt can be achieved by making the resources more productive as well as by elimi
eliminating

.ars. Taylor has clarifled by gt
o waslaes Tay giving examples of h
tf::Iiln'-'-"mﬂ sclentific management, P Y ERRUITES TR waatod. by oot

B Mental Revolution. Sclentiflc management depends on the mutual co-operation be

panagement ane workers. For this co-operation, there should be nwnt:ﬁha: : [ T;EH':
s [rom canflict te co-operation. Taylor feels that this ts the most 1mpunnnﬁr:a?m of

! enUific management because in its absence, no principle of scientific management can

pe applled.
principles of Sclentific Managemesnt

Taylor has given certain basic principles of sclentific management. The [undamental
principles that Taylor saw underlying the scientific management have been given below:

|, Replacing Rule of Thumb with Sclence. Taylor has emphasised Lhat In sclentific
management, organised knowledge should be applled which will replace rule of thumb.
While the use of selentific method denotes precision In determining any aspect of work,
rule of (humb emphaslses estimation. Since exaciness of various aspects of work like day's
fair work, slandardisation in work, dilferential plece rate for payment, etc., 13 the basic core
of sclentific management, It Is essential that all these are measured precisely and should
net be based on mere estimates. This approach can be adopted in all aspects of managing.

2. Harmony in Group Action. Taylor has emphasised thal attempts should be made to
ohtain harmeny In group action rather than discord. Group harmony suggests that there
should be mutual glve and take situation and proper understanding so that group as a

whole contributes to the maximurm.

3. Cooperation. Selentific mEIlH-EEmEnt {nvalves achieving cooperation rather than l:!hn.ﬂtl.;
individualism. Sclentiflc management {s based on mutual confldence, :unperal.:;un. :unﬂ
goodwill. Cooperation between m ent and workers can h:rge:r:lupcd u:trnug : m:r o
understanding and a change In thinking. Taylor has Supges ) svﬁzimu u;'; : E:mt v
peace, hearty and brotherly cooperation for contentment 3;1 ’;I L:;::;j -

suspiclous watchfulness with mutual confldence. of hﬂ!nﬂ: ;5 d:::nl :Ed i :
It 1= along this line, 1 say. that sclentflc management mus eloped. ncton
4. Maxim . Sclentific management involves continuous INcrease in productio

S E itﬂlﬁﬂﬂ of restricted production either by mEnnge;Ilml n:el:m:r ::’rk:ﬂr;l
Taylor hated inefficiency and deliberate curtaliment of production. dr::nt:mr e
the ]ﬂl'gt slze of the cake. In his ﬂp]ﬂlﬂl‘l. =there i5 hﬂfdl-'_'p" any worsé 1

o,
*Misted.
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that of deliberately restricting autput.” He decrled quarrel over Producting, - .
quarrel over distribulion, provided the product 10 Lye d].‘l!l‘!hllif:d had oy hh,ﬁ_'
Therefore, he advised the management and workers o “turn theyr alleny lh"“.c..

Increasing the size of the surplus until the slic D_I.“”" sUrpIus becomey larg, Ihq"'q
necessary to quarrel over how [t shall be divided. "
5. Development of Workers. In sclentiflc management, all workers shoyq y,, A
to the fullest extent possible for thelr own and for the company's highesy Pﬂ_‘ o
Development of workers requires thelr sefentific selection and providing them T'L'
ie

the workplace. Tralning should be provided to workers to keep them fully g,
the requirement of new methods of working which may be different from the Mo "

methods. g
Followers of Sclentific Management

Other persons who worked to develop scientific management were Carl George Berth, e,
Gantt. Frank and Lilllan Gilbreth, and Edward Felene to mentlon a few Important, ..,
worked with Taylor and later developed many mathematical technigues and formulas t!-.;
made It possible to put Taylor's ideas Into practice. Gantt developed graphje methody o
depicting plans and making possible better managerial control. He em phasised (b,
Importance of ime as well as cost In planning and controlling work. This evenitually |4 1
the development of famous Gantt Chart which Is in wide use today and was the forerumpe
of such medern technique as Programme Evaluation and Review Technique (PERT). Frark
and Lillian Gibreth, a team of husband and wife, also tried to find out one best way of deirg
under the given set of realities. They also tried to look at the problems of workers from
soctal and psychological point of view, Felene Invited Gilbreth to apply scientific managemes!
to manage his departmental store. The major areas of concern were employee training ad
evaluation and human element In business. Later, he created Twentieth Century Fund 2
famous research organisation stll in existence,

Critical Analysis of Sclentific Management

L]

Sclentiflc management created awareness about increasing operational efficlency 3t B
shop-floor level by adopting systematic methods as against the rule of thumb which ¥
::rwalm!ka: that time. Hewever, from the point of view of the development ol th

ramework. the principles of selentific management were more concerned with lm;hlmr-ut

th
€ Operaling levels and did net ¢mphasise management of an organisation of view
L1

Bhystological vana::j:;h;}r E:l]'j!iul'lﬂ aclvocating sclenune management have cmP
Ung human behaviour ag workplace, both In terms "

elfclency and
cy methods of Molivaling (he workers, As such, the scientiflc manage™ e
Automation—technical aspect of eflicle o
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L
i ¢ from the {heoretical considerations, Taylor's 8
¥ b E T'|-
l ade unions. industrialists, and feneral pul:!i::-._ The u;;:;::?ﬂ':::nﬁmnl Was opposed
W ® d:ﬁ-‘ﬂd his scicnuﬂfr management before a special US Con EF::q::nﬂi?::clhm Taylor
vy K f
on of sclentifie management led to the agitation by tn:lén:;::::!! :"
d i | n

yat . introduct]
LQI'I' duction units. Th a
| produ . The major reasons for the opposition of sclentifle manag
ernent

a8 [ollows:
There were many of the followers of Taylor who took aggressive mechanical view of
o

- uction and sidelined human aspect at the

WO
attitudes among workers. rkplace. This created aggressive
. work used to be performed under close and strict supervision based on
roach. Workers were not allowed to raise thelr volce even for genuine

W

9 Th
quihoritarian app

grievances.
4. There was lack of sclentiflc standardisation of work and whatever standards used
the management, the workers had to follow strictly. Such standards

to be set by
often used to raise produclion norm without taking Into consideration the factors

affecting such a norm.
lement which was under contention was the differential plece

rate system. The workers, even the efliclent ones. and thelr unions, opposed this
system on the plea that It was a new method of exploiting workers by the industrialists.
It may be mentloned that trade unions Wwe Egj:ﬂ popular at that time.

FAYOL'S ﬂmﬂBTRﬁTﬂE MANAGEMENT
3 (he French industrialist

Perhaps the real father of modern operational management theory |

Henry Fayol. His contributions are generally termed as gperattonal management or
sdministrative management. Fayol's contributions were flrst published In hook form titled
Administration ndustrielle al Cenerale in French language. in 1916. However, the book was
not made avallable ouiside France and was not trans lated until 1929. Its English version
was published In 1949 in the United States of Amerca. Therefore, In the early period.
Fayol's contributions rould notl make much impact on the development of management
thought. However, after the publication of his book In English, he got prominence in the

field of management very quickly.

Fayol looked at the problems of managing an ssation from top management point
of view, He has used the term administration’ instead of «management’ emphasising that
there 1s unity of science of administration. For him. aciministration Was a common activity
and administrative doctrine was universally appumhtc. From administrative point of view,
he placed commerce, industry. \nd the State on equal footing. His

religlon, philanthropy.
adminisirative sefence can be applied equally well to public and private affairs. Therefore
management 15 & univer er. he has emphasised thal principles of
management are flexible an

oTl:
sal phenamer d are usable regardless of changing and special
eonditons.

mduslrml organisat!

4 not absolutean
Fayol found that activities of an
1. Technical (relating to produi:tiﬂﬂ:l:
d exchangel:

2, Commercial {buying, s¢!
8. Financial (search for capital and its optimurm usel;
4. Security (protection of property and personk:

5. Accountng (including statisticsl: and
ganisation. Ccomman

6. Managerial [planning. or,

4. The most cruclal e

B

on could be divided inte slx groups:

d, coordination, and controll.
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Podstig oul Uhal these activities exial in business of every size Faya| ufmbuh.
st B were well known, consequently he devoled most of his hDﬂl-: l ﬂh’m'eq :
s Bhat s managettal activity. Foayol has divided his approach of ﬂ.l!lj:;| Mn]?"fqm”&,
e pad ts 8 omagee ol qualdities and tralning, (1) genera) F""'ﬂpk}:nﬁ h!"ll-..

B \

Lo
et ) edvovents ol aanageemienl. ":T:ﬁh’::r
[ -

Mamagerial Qualities and Tralning

Sl was e st person o fdentify the qualities required In a man
Shere acr s tvpes of qualities thal a manier requires, These are :g?] “‘fﬂlnﬂ,h
[ P s ﬂ un!' .
Pwssal (health, vigonr, and il ress): I bt iz
Mental abiy to understand and learn, judgement mental vigo

" ur,

Mozl tenengy, finminess, Inltiatlve, loyalty, tact, and dignity): Eﬁh&%‘

SZucavonal (general e : ;
: Al aequalntance with matt

gl i . ers not br:lnnglng Excluah'ely ts

, ~eeamcal ipeculiar to the function being performed); and I

- 2xpertence (artsing from Lhe work). l

#avol has observed that the mg
Spertance of managert: st important ability for a wo hnical
St _-cﬂ I~'1.i:f:ﬂ-d ability increases as one Eoes up th;k:cr.;? s  the el
ced o cporiant ability for top level executives On the h:rss e imsigty
: 50

b i i,
T Mecognised g e &
Widespread need for principles of management and l{ :
or

'.E:'l-.:_-.i" Ha Leld that
T T managerial ahil be
xishon [n ll‘flﬂhnu!d

F 0 order to acquire Manageria] ledge eqﬂrnd first in schog] angd later in ihe

o b s i
242ht in academie Institutjong. developed principles of managemes

Fayol has
= Bven fourteen
!::::dzzr.m!ﬂ-‘l'r.fuﬂti]mlpg * and m . i ment. He has made distinction between
the function an e - lle man
% Performed | se-eflect relayy agement principle is a
k. N a P onshi
e 1ot W things, () The g b VRHE BiVing he manag2gement element denes
- T, By b 2 ﬂl managemen; Principles | Ecmrnlpﬁnclples_ Fayo] has
in I 8EMent are nof F1ke] lnl;l l:l]{hjlilit:i Which he followed g > not exhaustive but suggesthe
§ SRAgement affayrg; ir ¢ i le. According (o him "r.l:]:::;ﬂ UES;“[D“F' e wamn;
. 8 nothing ngid or te

and capake of } > Queau
"IN adopled 4 eVery need [ cPOron. Therefore principles are flextdie

¥ ar .Etﬂ. It 1y i
Principles of Managei e ‘“"I_ Mirng el matter of knnwmg how to make use of
ire as fo)) 0, experien
ows; ©e, and proportion . Various

it

#s Th e s

th

di
- SPEClallgg g, h:llz:lﬂi:; lﬂf Work to take the advantage of
: © Natural order, The workers aways

11.3:: Y3 With the same matters, acqulre a0
diicey Outpug Uitput, Egcly change of work bring®
T t"'ﬂth T ree Mg dlﬂﬂiuﬂ of Wﬂl‘]‘[ hﬂ-‘ its tmutj

els or I
of the Ogantantygn 0 Ot D€ eXceeded. "8 This division

" P 5 lier Sk ey
LF; ;
l'“ﬂﬁaunm M ansliliog g INdtiisery -l'l.rml.llum by Cg

M General g, 2t Storrs), London: Sir Issac Pitman:

[ Ad .
ministratis, 2y J.A. Coubrough, Genewa:
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ty and Eﬂ]’ﬂﬂllbmt}'- The authorlly and reape ;

M‘.murl collary of the former and arlsing l’mm};l. Fayol !{:I:?:::::::};:F':tlmm' A Me
| omict ersonal factors. Offlelal authority Is derved from the :;.;.:.a e g
| of rsl‘-'ﬂﬂj quthorily I8 derived (rom personal qualltles such as Intelliger :f'*l'“"l Aoty
. ﬂjld[:ffwﬂ . past services, elc. Responsibllity arlses munfnsngnmcﬁi UE.HJEI-;.;-.:: i
| R harge the responsibility properly, there should be parily of u!l‘:.ll'ln:::rr.r::;rwqd;

dls
| o sibility:
' cipline. All the perso

:q],ﬂ."d P

nnel serving In an organisation should be diseiplined. Discipline
energy. behaviour, and oulward mark ol respect shown by

fe D€ be of two types:
| N =, DIHIP“"E mﬂ.}" Wwho }rp'—'ﬂ- Eﬂ'lr']mpm-'.:_-d dlﬁflp‘]lﬂ{: ﬂ-nd COTmm dd[_ch
e ! ad discipline springs rom within the Individual and s In f-l?n natuI::m:j'

ge|[-MPS

 Aneous response L0 4@ skilful leader. Command disclpline stems from a recognised

: v and ytillses deterrents (o securc compliance with a desired action, which s
th of command

qutheris hed :
gt <ol by establisne customs, myles, and regulatons, The uldmate streng
gcipling lies in fts certalnty of application. Such adiscipline can be obtained by sanctions

the formns of remuneration, warnings, suspension, demotion, dismissal, cte. However,
shile applying such sanctions, people and attendant circumstances must be taken Into

recunt, This can be Jearned by experience and tact of the managers.

4. Unity of Command. Unity of command means thal a person should get orders and
melructions from only one superior. The more completely an individual has a reporting
rdationshlp to & single superior, the less 1s the problem of confliet in instructions and the
greater 15 the feeling of pers::-nal responsiblIty for results. This 1s contrary to Taylor's
functional foreman ship. On this conflicting view, Fayol su ggested that, 7l do net think that
ashop can be well run In fagrant violation of this (unity of command). Nevertheless, Taylor
successfully managed large-scale concerms. | imagine that, In practice, Taylor was

able to reconcile functonalism with the principle ol unity of command but this is the
supposiLion whose ace uracy [amnot Ina position 1o verlfy.” Fayol has considered unity of

command as an important aspect In managing arn organisation, He says that “should It
lated, authority 18 undermined, discipling s in jeopardy. order

funit of command] be vio
disturbed. and stability threatened. This ule seems fundamental to me and so [ have put
it to the rank of a principle. =7

h of activitles with the same

5, Unity of Direction. According to this principle, eac
direction is different from unity of

thjective must have one head and one plan. Unity of

command in the sense that the former 15 concerned with functioning of the grganisation in

respect of [ts grouping of activitles or planning while the latter Is concerned with personnel

Alall levels in Lhe organisation 0 termns of reporting relationship. Unity af direction provides
by an organisation.

better conrdination among various activities 10 be undertaken
8. Subardination of Individual Interest to General Interest. Common [nterest 18 above
| the Individual (nterest. Individual Interes { be subordinate to general (nterest when

| me is conflict between the twWo. However, ag, weaknesa. l:tvr.l.|=I
toreduce the Importance of peneral interest. Therefore, Su periars should sct an examp

| 1{::? Imess and goodness. The agreement hetween Lhe employer3 and the employces should
| alr and there should be constant vigilance and supervision.
on of employees shou

%
nu?fm“‘“uﬂ-n of Personnel. Remuneratl ;
mum possible satisfaction to employees and employers. Fayo

T
W, p. 25,

1 be falr and provide
did not favour profit-
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sharing plan for workers but advocated it for managers. He was also "]1 favour o ; 'I
financial benefits though these were possible only in the case of 1ArEe-SCAE Ofganisyy, =+ |

8. mtﬂullﬂm. Everything which goes (o Increasc the llﬂFﬂTEﬂ;ﬂlf:r :lrl-::-}ﬂ-]‘ﬂlhatu.‘ e |
is deccnlrallsauun: ti"l.-'t:rjlp*“!il‘.lﬂ, which goes 1o recuee 11 1S centra IHH. I:I h-nr“ out us|n i
term ‘centralisation of authority', Fayal refers the extent [0 Bl S l'jlr = ol ]

or decentralised. Centralisation and decentralisation are the ﬂucql:—?nﬂs gﬂlﬂ;ﬂpnmm
small firms. centralisation s the natural order, but in larce nﬂT“ 1:I:-m ;_-;m u: I;”ﬂtdlanh
is required. Share of authority and initiative lelt lo Inlfrrncdlﬂ-I' E,:uhfrdlnatﬂs ':d -
character of the manager. his moral worth, ihe reliability of his s m. And alsg g,
the canditions or the business. Since both absolute and mlﬁt:‘: Vi o l:em:;}jﬂgm and
employees are constantly changing, it is desirable-that the degree satlon ey
decentralisation may Itself vary eonstantly.

8. Scalar Chain. There should be a scalar chain of authority and of communication

from the highest to the lowest. It suggests that each communication going up or coming
down must flow through each position in the line of authority. It can be short-clrouiteq
only in special circumstances when Its rigld following "'"'“"'I'd be detrimental (o the
organisation. For this purpese, Fayol has suggested ‘gang plank’ which is used to prevent
the scalar chain from bogging down action. His scalar chaln and gang plank can be
presented as follows: :

FIGURE 2.2: Scalar chain and gang plank

In Figure 2.2, A is the top man ha

Immediat
L are having immediate subordinate ving ate subordinates B and L [n tum Band

8 Cand M. This continues to the level of G and G-
Ordinarily, the communieation must flow from A to Bilo Cto D, and so on while coming from

the t
e lop to down. Similarly, (t must flow Irom Gto Fio E, and so on while going up. [t means

If any communication is going
E from 1t
caming dovwn (o Pyia L, M, Nad o e P AUwill flow from Fto A via E, D, C and B and

of command, In order to mat
them to deal directly provid ﬂ? Sidy tlaris h:l Is desirable that superiors of Fand P authorise
3 superiors of ; . ted
vl:;a:h this E:Jyat:: allows Fand P o dea] |y a lew hours '-'-’lth"‘"l" actlon taiken. Fayol sugges
€ scalar chain would pass through twenty transmissg| i st oY oL
masses of paper, Iose weeks or months ons, Inconvenience people, involve

lo get
which could have been obtatned via dlrm:gt J,:;;?"clualﬂn. less satisfactory than the 00¢
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et
: {ple relating to the arrangement of thi
This js o prine ' nggs mned people, In matertal
ord®T 511ﬁ|||d e a place for everything and everylhing ahonled be i i place ﬂ"':1:'1‘.l'r

pould be the rght i in the right plaee. Thin kind of order demands

e mr}rdr {here 8
LEs Jt*r: ywowledee of the human reepuitrements aned resourcen ol the organiaalion and a
I:iﬁlﬁr 1h1l-'u“" petween Lthese requirements and resources, Normally, bigger the size of
r\,ﬂ.ﬂ:.ﬂ‘l' i-;*lli““ mare diicull this balance 18 )
_:Ill bl )
A : ;
i Equity 18 the combinatlon of justice and kindness. Equity In lreatment and

ne and It brings loyalty In the erganisation. The application of

|11 BT Liked by everyo
experience. and good nature for sollciting loyalty and devotlen

H iy s I!_"!‘l_'!l:ll':l .ﬁtnﬂ'ﬂu
. r:'ﬂ.I eybordin ales.
X spabllity of Tenure. No em ployee should be removed within short Ume. There should
12 . onable security of jobs. Stability ol tenure Is csseniial to get an employee accuslomed
-.:n' <ork and succeeding in doing it well. Unnecessary lurnover Is both cause and effect
5, nitiative. within the limits of authority and discipline, managers should encourage
! employecs for taking initiative. Initative is concemed with thinking out and execution

r a plan. [nitiative IncTeases zeal and energy on the part of human beings.

4. Esprit de Corps. This I8 the princlple of 'union 1s strength’ and extension of unity of
ommand for establishing team work. The manager should encourage esprit de corps amang
yis employees- The erring employees should be set right by oral directions and not by
jemanding written explanations. Written explanations complicate the matters.

Flements of Menagement
ould be viewed as a process consisting of five elements. He

Fayel holds that management sh
hge regarded these elements as functions of management. These are planning, organisation.

cammanding, coordination, and controlling. He has regarded planning as the most impertant
eads to hesitation, false steps. and untimely

canagerlal function and fallure 1o plan properly |
the organisation. Creatlon of organisation

thanges in directions which cause weakness In
srcture and commanding function Is necessary lo execute plans. Cporndination s neccssary
5 make sure that cvery-one is working together, and control looks whether everything is

procesding according to plan. Fayol holds the view that these [unctlons are required at all

levels of management and in all types of arganisatlons.

The contributions of Fayol have made the real beginning of development of management
1siness reflecting on his long

 aseparate fleld of study. He wrote as the practical man of bt

managerial career and setting down the principles he had observed. His principles of

E‘E'!mtnl hold good even today, though pl‘ﬂﬂﬂ'l.u'h."ﬂl long back. It was unfortunate that
tontrbutions were not known ta scholars in 1.5.A., otherwise the development of

Management would have been much faster. In fact, many of the things were developed In

Management on the lines of Fayol much after his con tributions.

Rel
“Vance of Fayol's Principles
ol's principles are

mlnilﬂ the classification of era of management development, Fay

th TEI:EEII:HJ while nresent-day man agemenl adopts systems and conungency

g Bystem approach sugdests that while managing an urgnnlzlslllum 1t should be Lr‘::lttu-::

ithin ang and management action should take into account the rmmnt:rnt .r“d ors bo

ot re] outside an organisation. However, this does not mea that Fayol's principles
evant lo modern management; In fact, they have relevance to modem management

E
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F b gtion® n!’mﬂﬂn‘ﬂ
gons of Chester pamard to management, parl levlar] :

ﬂ”rﬂn ]jlll:]:nln,l-‘.- bits book “ITue Frincions aof the I'.'.xf'-r_1|IIfm_" In ﬂ'f!:ls':hn:Tilll:ll?iin:ET Pppenedh,

I;_|-.+|u-rl"?" e n.,n-nngrmuni during the pre-maotlern N Eemen| l.‘r:s-“.[", fulqi.lmml

00 gt truly B socil systems approach since. in order (o comprehend ::r:;l dmesb

A g, of execitives. he has looked for thelr major tihs In the system lr; 'u:rl"q=al ?!“J‘fm

e n determining {he tasks of exccutlves, he has analysed the nature of coo L
4 non-logical factors also influencing human lrchnﬂnu]:lt: uu:

"i-‘b:-'l_ll:rﬁ' FITh e 1 i 'l_ﬂl. i
This Isa marked departurc from the carlier approach. The major contributions

ol ®
.1_1:-1:".;5-11-1‘:“1' b resented as [ollows
g anbep : L
i qamar® €
¢o {Organis atlon. Bamard su grests that classical concept of organisation does
organisation. He has defined formal organisation as a

he features of an
coordinated activities of two or more persons. In his oplnicn, an

the following three conditions are fullilled: (0 there arc pcrsons
each other: (i they arc willing to contribute to the action;

q \hev attemp lish A common purposec.

" Formal and Informal Dr[m:lj!llt.lunl. An organisations can be divided into [wo parts:
-l and informal. The formal organisation has consciously coordinated interactions
ckich have @ deliberate and common purpose. On the other hand, the informal organisation
eiers 10 1ROSE spclal interactions which do not have consclously coordinated jolnt purpose.
= nformal organisation exisls 1o overcome the problems of formal organisation. In fact.
samard has SUEEE Hves should encourage the development of informal
srganisation to SEIVE as a means of commu alcation, lo bring coheslon in the organisation,
wnd (o protect the individual from dominance and onslaught of the organisation. Bath the
rmal and the informal organisations depend on ecach other and there s continuous
mteraction between the two. Therelore, In managing an organisation. the manager should

ke {nto account both GYPEs of organisatlions.

1. Flements of Organisation. According Lo Barnard, there arc

erganisation. These are | () a system of functionalisation S0 that peaple can speclallse. that
re5 S0 a8 1o induce people

s, deparimentation: (1] a system of effective and efMcient Incentiv
[ power which will lead group members 1o

i contrfbute to group action; (i) a gystem O
aecent the dectslons o  the executlves; and (W) a gyslem of !nglrn] declsion making.

:'r'm"‘“hﬂﬂtr- Barpard does not agree with
mﬁq‘{”—'f"ﬂp o down. He has glven a new conce Lo

of authority' or ‘botlom-u authority’. Inhis
I.Hau“ it has been given by :I: superior fut he will accepl A communlcation a3 belng
ﬁ:nm““"‘? only when four conditions are mel ﬂlmu'llnnvnu:l}’f (0 he can ““m;d"ﬂ"m"‘ the
murnication; n lmcunslslcnlwlt'hihl' organisation purpose.
(1] he belleves thal Il s RO ~s @ whole: and (i) he 1s

he believes it to be compatible with IS onal Interes!

men

ally and physically able to comply with IL

jdentified three typ t{ons which an
uﬂ!!n.nlsﬂtlmul

3
F“T:“i:un:f of the Executive. Barm ard hnﬂ‘_m o maintenarce o
y performs (n a formal organisation: ese are: (§ ™ GG .
|_h;n':'l-lll!taLlDH ith rﬂ-ugh a Eyﬂlcr:;_gﬂr nrgm[a.ﬁﬂﬂﬂ. lhﬂt ([ |.'|:‘.|.|."l]'|..'l.g.'rl rﬂnHH.I 1']1.3“:;“{;‘:;{:!::
curing of ess dividuals in the organisation S0 23
sential services KO and definition of nr,gn.nlantlunnl purpose.
1838.

S Sallonal purpose; and (I if) the I'pn'nulatlrnn
ter L Em- The FuncHoms ﬂ_r.[hf Eﬂﬂm- ﬂ..mbrmg_l. hiaas.. Hlllrl'ﬂ-rd-

1.
fully explaln L
mnsrlmml:.r

exisls when
infcate with

t to accomp

four elements of a formal

the clngsical view
{ authority which I
loes not obey an

Undversity Press.
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Thus, many non-logical factors also enter
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but must alse Appral t hese allitudes, predileciions, prejudices, emotions, and mental
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rontrol. Therefore, every onganisation I8 reruiied to specily what 1 wanta to arhibeve. Planning
Is basically related with this anpert, - 5

Concept of Planning

The meaning of the word ‘planning’ is something of n paradox. To some, 1L 18 an omnibis
term having convenlent utility and a generalised context extending from broad philosophical
considerations to preeise detalls. They (hink of 1 as apectlle activity, In contrast, others
believe it Is a part of, perhaps even a symbiol for sdmost evervihing a person doees_Then, ten,
the upsurge in planning has ereated many iferent kinds of planning, and this array of
different entities, all tdentificd by planning, has added Lo confusion. There are some who
consider planning synonymous with decision making. This Is also erroncous. Decislon
ma,lﬂn!; is not the same as 'F‘I]:'['r'[“l_;-.n because one cin Tﬁ:ﬂ{ﬂ decisions In other activilles
also, though the role of decision making s highly impeortant In planning,

Another confusion thal arlses in the concept of planning Is the two words: planning
and plan. Two words are stmilar bul their meanings are different. There Is fundamental
difference between the *wo. Planain g Is an activity. It can be considered as conslsting ol a
process, hence various sub-activitles. On the other hand. plan |15 a commitment to a
particular course of action believed necessary o achieve specifle results. For example,
Government of India prepares Five-Year Plans which consist of varlous actions to be taken,
results to be achieved. and resources to be used. These are plans. The plans are prepared
through the planning process which Involves taking various activities to arrive at what s
to be achieved, how to be achleved, and when to be achleved. Therefore, planning is taken
as a process. d "

Planning as a process invelves the determination of future course of action. that is
why an action, what action, how to take action, and when to lake action. These why, what,
how. and when are related with different aspects of planning process. Why of action reveals
that action has some objectives or the end-results which an organisation wants to achieve:
what of action specifles the activities to be undertaken; how and when generate various
policies, programmes, procedures and other related elements. Thus. all these elements

speak about futurity of action. Terry has defined planning in terms of future course of
action. He says thal:

“Planning 1s the selection and relating of facta and making and using of assumptions

regarding the future In the visualisation and formalisation of proposed activities believed
necessary Lo achieve dealred result, ™! " =

Thus, in planning. a manager uses facts, reasonable premises, and constraints, and
from all these, he visuallses and formulates what necessary activities are, how they will be
conducted, and what will be thelr contribution to achleving desired results. McFarland has
defined planning In terms of actions of anticlpating, Influencing, and controliing the nature
and direction of change as he belleves that the environment 1n which planning process s
undertaken (s too dynamic and changing. He defines planning as follows:

“Planning may be broadly defined as o concept of executive action that embodies the
skills of anticipating, influencing. and controlling the nalure and direction of change, "

IGearge R Terry. Principles of Management, Homewood, 1. Richard D, lrwin, 1088, p. 157.
3palton E MeFariand, ”ﬂwﬂm and Fractices, New Yorle Macmillan, 1974, pp. 31515
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Featurcs of Planning

on the basis of the definition of planning, its following features can be identifled
: entile:

1. Planning is a process rather than hehaviour
nl
determines (he future course p<EA iy a given polnt of time. This process

g, Planning s primarily concerned with lookl
) : ng into Muture. |
future situation in which the organisalion has to I'unt'l:L::ql"['hmi::;::?::::ﬁ::
i . i . e
mmﬂﬁu“"‘ of future situalion leads Lo correel declslons alsonal Mot fe CoUrSe of actions.

. 3. Planning involves selection of suitable course of action. This means that there are
several alternatives for achieving a particular objective or sct of objectives. HoWever.
all of them are nol equally feasible and sultable for the organisation.

4. Planning is undertaken at all levels of the erganisalion because all levels of
management are concerned with the determination af future course of action.
However, Its role increases al successively higher levels of management. Moreoves.
lanning at different levels may be differenit in the context that at the top management
level, managers arc concerned about the totallty of the organisation and tries o
relate 1t with the ernvironment while managers a1t lower levels may be invelyed n

internal planning.
5. Planning s [exible as commitment \s based on future conditions which are always

dynamic. AS such, an adjustment s needed betwecn the various factors
ving complex

planning.
§. Planning Is 2 pervasive and continuous managerial function invol
n. analysis, conceptual thought, communication. decisicn.
akes it difficult

rocesses of rception.
5 o very pervasiveness of these planning elements m

and action.
them in detall.

(o identify and observe

helng & rational np-proath.

be understood 1N terms of it

The basic nature o
and s p:rvasi?cnﬂﬁﬂ-

open-system approach.

planning: A Rational Approach . yhere one wants 10§01
one stands. where one
nal apprnﬂf-‘h for defining where iy denotes ‘he chalce of appropriate

Planning is a ratio i rowess
future, and how 1@ reach LhET%- fext, planning as am

: o

means for achieving stated objective® L:Llu]f] tatus [current p-crinmlﬂﬂl‘ﬂ and destred

be
approach tries O fill the gap - hown In Figure 6

status (desired Fcrf rmancel as
pasired slabus

Gap

Slalus
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8 short term, say
may vary betwech

yme pertods Ty and T;) ore depending on the degree of

g ar £ven 17 plan. The current

n oul I8
wuw[‘iﬂch can be achieved by an
5 of resnurcea-—hurnan as

ng emphasises the most

The difference between two l
srie year or so, and long-term, S0y 3 ycars or 8
futurity which an organisation takes Into AC
and desired status Is usually expressed in terms O
action or set of actlons, For compleling an action.
well as non-humarn—are required. The rational appT

appropriate use of these resourCes.

Planning: An Open System Approach
approach. We have secr !

j’nb]cﬂlh'cs
various tYPE
pach m’p!sl.‘l‘l.ﬂl

er 2 that an prganisation

_ and exports

ts from the environmen ] o it;‘iz;"fatirs‘: I'_hnfﬂr_]_-m

outputs to environment. The open system approach ol p am: B e e acton

jdentification of gap between current status and desired status nt,al e

required to bridge this gap s Infuenc ed by a vartety of environmen d ks
titlve. These factors are YTLATT]

politieal-legal. technological, socio-cultural, and compe ing.
and change with the time. Therefore. while adepting open system approach (n planning

managers have Lo take into account the dynamic features of the environment.

n Chapt

Planning adopis an open systerml {, processes

is an open system. It lakes inpu

Pervasiveness of Planning

Planning is pervasive and extends throughout the organisation. Every manager has a
planning function to perform. This stems from the fact that he is a manager and that
planning is a fundamental m anagement function. However, the pervasiveness of planning
is commonly overlooked and planningis frequently consldered as being the function of top-
jevel managers, While it is true that they devole more of thelr time to planning and work
with more vital issues than the managers of the middle and lower levels do, the fact remalns
that every manager has to perform planning within his particular area of activities. Top
management is responsible for overall objectives and actions of the organisation. Therefore,
it must plan what these objectives should be and how these can be achleved. Similarly, a
departmental head has to devise the objectives of his department within the organisational
objectives and also the methods of achieving these: a foreman has to devise the objectives
of his shop and also how to achieve these. For example, budget, a part of plan |
Eruga.njsatmn. is prepared at various levels. Each level mntrlhum;; tﬂptht prfp::lnl?n:ng;'
a )
dget by contributing what his efforts will require in terms of allocation of resources and

what his efforts will contribute in terms of results
as shown in Figure 6.2, Thus, planning activity goes in hierarchy

| Corporate or arganisation lnvelplan |

R

| Divisional pian B

L
| Dopartmental phin |
Sectlonsl plan

Planning a varous levels of

FIGURE &.2:
management
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Like all the 'tu,}ucls of management, planning exists in all t)

ature of activ vl the orgre
s '.E"'ivml:m] I.II: |I1I;E:i:r In Inrge organiaatlong, (s |1rrqr-::‘-iipll' natlaria regnrdless of 12
Ftnlf."lliﬂnmf-wf ngt.ﬂ'ﬂmhlsl‘{m“hnl:h:-lr L Lo planmiog e o s rll‘l"llmnlm tlue 1 anme
i wre L] u :-;.:111;“-“ L"I”r““'““f I' .'l‘fr:.:‘l'lllllllr' ”lr'r"j'l*lrﬁ'f'
. amphasis 1s given Lo sue i planmingg thepart N L
Cﬂ&g:;ifwhlﬂ'r lﬂﬁl:} g;: :I:{ h :}hlngﬂ. as the alloeatlon n# nv-lul;zllngl.rlrlln Umnpally. 1n these

L o ks L 4 - E Cl r
ma K itions af Thhe s and “I" thie courses of acllon for ceriain Jrfﬂ:;:-“”: i e yex
s places. In smak organisatior F tha deerned oSt
somewhal informal type. The owner /manager himsell t'r!;":!r" IJI 19, planning s commanly 617
all organisatio - 3 ay el maost of 1L, Kel:

Flﬁ]‘;'f!;?-'r;fﬁrgze 1I;<:- :Eml? with ;n?f&ll“ﬁ: the objectives of such an nr;{nninnllln:;j:if:]::r: o 1“ﬂ1,-]':.|1lr o3
arc e planning work ILsell s free [rom Intricacy T]1.u5 I;Enn:;

is equally essential for the small and Lhe large organlsations

(MPORTANCE OF PLANNING

haﬁ‘;ﬁu;}:{itﬁfm importance in all types of organisations—business or nan-
p publlc sector, small or large, In developed countries or developing

husiness.

countrics. The syslems appmm:h of management suggests interaction ol an arganisation

with its environment on conNURLOLS basis. This Inteaction can better be maintained through

efficient planning. In fact, in today's context, the difference between successful and
by these. The

ansuccessful organisations s because of planning activitles undertaxer
organisation ure, Is likely 1o 5u

which thinks much ahead about what it can do in fut
s compared to one which fails to do so. For example, Reliance Industres Limited has
achicved phennmmal growth within a short period of time because of Its ability to plan to
take up new projects. in the [ollowing ways-

In particular. planninig contributes
1. Primacy of planning, Planning precedes all gther manager
ng, direcUng, an

gperations in organising. stafli d controfling are designed to
ticnal objectives. planning logically P

accomplishmen recedes the execution of
all other managerial functions, Althoug all the functions intermesh in practice asa system
of action, planning js unique in that it cstablishes the objectives necessary for all group

hieve the objectives set by Lthe planning process.

effort. All other functions are performed Lo ac

This can be presented as follows:
W hat kind of
grganisaticn
gluctiurd
Which halps &
naw
yinal kind ol
N PHHIJ i ard
raguired
_ﬂ__——-—'__-_j
PLANS \Which altacts i
wind of diraghen

Oujectives and how
o achiave 1T
jow Bllo civaly 10

lgnd poope

in ordar i assun
success ol plans

FIGURE 6.3 primacy of planning
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2. To Offert Uncertainty and Change There in conlinuons «hange In the ervirmnmen
anid the organteation has te stk fry seeelepating change Thia change 12 reflerted 1n btk
langible amd imtangnade forms Tapgle o hnmges are in the foem nf rhangrs in tee |I-1"Inlnﬁ_
market lorves  goverment eegulations e Infangifble i hanges e fleet Ih * hangea 1n
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OtERI IR b et ook alesd o tle Balare censrae of ne (bn whie b 1o Vimmie nfly pirreviider] l,p?
plarring pPrvwess Mavning does g LLLAE Y vhangea In the ervifonmend beat £rara the
orEmisEation 1o iaboe motialsle mothona so a1 (8 sygeeesalol in e hieying s obder tivey

A To Forns Attention on Objectives, Manning lienses on argantsational olijee tires snd
Arection of mtbon Tor schiring 1hess phijrs tivea Bometimes people I the or ganinatinn
ey el e Epws-ilie alwvil e olsies thoes Taes avaise of Todk vl elarity anel prer jae e (S (L e T
Fiem cvample afllen we fake pr“l'l.l mE |y ||I'|1r~| thve of m bigalivesa nrganisat o It 1= tiran al =t rarr
e b rurEied I orde o endon s tovan agesial e tlons thila abjreile] Lo eleflrime] reire ;f-r:vh-
When planning action s taken (hese objeribves are made more comerete aned fangihle The
oleciboes are defined 1o mere miEng ol tegmaa an ol r'r:ml,:;:rt"l;ri artinma are neasible
Fim campbe, meen B the of panisational objective |a i‘lrrr”f carmlng. p1-|r.r'.|r|,,1 arctiraity wiil
specifh how msch profit 1s to be eamied looking Into all Gacilitating ane ronstraining factors

&. To Help in Coordination. Though all managerial functiona lead to rocedination in the
ompanisation, real beginning is made at the level of planning stage. Well considersd averall
Mans unih interdepartmental activities and consequently resirict the area of freedem In
he devrlopment of puarely departmental plans Thus, various departments work
arcardance with the overall plan, and harmony Is achicved. It s true to say that coordinanen
I ensener of management and planning I1s the base for (L

5. Te Help in Control. Control involves the measurement of acromplishment of evenea
against plans and the correction of deviations to assure the achlevement ol ‘objectives s
set by the plans Thus, control s exercised In the context of planning action as standards
agams! which aclual results are to be compared iare set up through planning At the contmi

stape an atiempl i+ made 1o moniter the performance on continuous hasis s0 that mmediate
arton is taken U anviling goes wrong

€. Te lncrease Osganisational Effectiveness, Planning ensures
elertivetess i sevepal wavs The aneep of ellectiveness Is tha
actidevr s objertives within the given resouies Thus
feerensery il resoulies alr pul L thie best of thelr eflle
Boway whiled enisures thicl ERRa® b e o bk b i o

organisational
tthe organisation 1s able to
o elleviheness it (s pot ondy
leney but also that they are put in

dnbsational vhijeviives In tact. this
cani e dune by Lakusg appaopiiate planndng Plannimg states the objectives ol the organsation

i the canteat of gven resouives  [herefore, eacly resititve ul the organisation has a peviic
- A%
use al u et ular Uime Thus., planing wlong with vontgol clstres that fesounces put

In srnon ti e wey i which these have been speci)
- el 1) A
achieve clleciiveness s I done, organtsation will

STEPS IN PLANNING

It 1s not necessary that a partieular planning :
and for all types of plans because the yos B process is applicable for all organisations

Vo Lo Vs (g
| KO Into planning process may
diller from plan to plan vr from one UERantsallon 1o wnothe Fuor rJ-uupw‘fu‘:umlng for a

major action will Lake mote sertois ey duatio

- nul L T TRT T | M L
h"rﬁctl ":j: oy ";tl::llmt- Tor a minor one Slnuln.rl:.: I::ur::;:;rt;lr:;tﬁ-lﬂ - I-'rlm'"'l:-nﬁ
P Sk I the sume ways ay In a large ur.q.imtuaum:. Hm--:l:m‘lzlm:FI ;"ﬂmng
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FIGURE 8.4: Planning process

The sequences of various sieps in planning are in such a way that they lead 1o the
idea into action by reaching to the stale of establishing of sequences of

anslation of an
tage contributes to plan formulation In the following ways

acthitics. Eachs
| ¥ perception of Opportunities. Perception of opportunities Is not sirictly a planning
~ Hewever, this awareness 1s very Important for planning process berause [t ieacs
(o formulation of plans by providing clue whether opportunities exist for tacng up cartcular
s. From this point of view. It can be constdered as the beginning of planning croceas
opportunities includes a preliminary look al possible opportunities and the
ability to see them clearly and completely, a knowledge of where the organisarion stancs i
e light of its strengths and weaknesscs. an understanding of why the crganisaticn wants
1o solve uncertaintles, and a vision of what |t expects o galn. This provides an cpportumnity
1o set the objectives in real sense because the organisation tries te relate itaelf with the
smvironment. In doing so. it takes the advantages of opportunities and avoids threats. This
is a preliminary stage, hence the analysis of environment Is not taken i ¥ery¥ slabwerale
form but analysis relates L0 the determination of op portunities at first instance. Onee the
opporiunities are percetved Lo be avallable, the other steps of planning are undertaken.

2. Establishing Objectives. Al this stage, major organisati-nal and unit objectives are set.
Objertives specily the results expected and indicate the end points of what ts to be dane.
where the primary emphasis I3 Loy bee placed, and what 1s to be acvomplished by the yanoua
types of plans. The organisational objectives shoukd be specified i all key result areas. Rey
result areas are those which are ymportant fur o gantsation in achieving | e i,
These are identifled on the basts of arganisational objectives For exnmple. for an COEAREARSS:
key result areas may be meamjuy_ sales, rescarch anil development. il ac turmg.
and so on. Once organisational olyjectives arc dentified, ubjectives of lower units and sub-
units can be identifled in that context Opgansational objectives give direviion AT TR
af E." mnjur Flﬂ.ﬂ.ﬂ which, h’j" rt.'ﬂﬁf'“"l-‘. [ iese uh]ﬂ-lih‘l"!_ ileline the objeviives ol ﬂL‘l.j-l.J'l
depariments. These, In Lum. control the ohjectives ol suborndinate depa timents and so on

down the line, Thus, there will be hierarchy of abjectives i the onganisatiof:
on of organ

3. Planning Premises Aller determinall jsational goals, the next step 18
: e conditions

ter which planning aclivities
establishing plannl remises, that 15, J°
will be un%-]:rtnkcf ]I]JIannlng premiges are planning -'*'Hﬂ'1'l"““““'l“ﬁd“l"‘;:ld
environmental and internal conditions. Thus. plunn‘mg preimises are external inte .

External premises Include total factors In task environment \ike political, soctal,

perception of
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technological, compelitors’ plans and netions, pgovernmenl polleles, ele. Internal rﬂﬂum
Include orpanisation's policies, resounes of vartous Lypes, and the abillity of the orga Milsation
to withstand the environmental pressure, e lem are formulated In the Nght or btk
external and Intermnl factors. The more mdwitluals charged with planmng underatang
and utllise conststent planming premises, the more coordinated planning will be. Forecasting

plays a major role i planning premiscs.

The nature of planming premises differs ot different levels of planning. At the top leve),
it i1s mostly externally focused, As one moves dlown the organisational hierarchy, the
composition of planning premises changes from external Lo Internal, The major plans, both
old and new, will matertally alleet the future against which the managers at loewer units
must plan. For example, a superior’s plans alfecting a subordinate manager’s area of
authority becomes premises for the latter's planning.

4. Identification of Alternatives. Dased on the organisational objectives and planning
premises, various altermnatives can be Identifled. The concept of various allernatives suggests
that a particular objective ean be achieved through varlous actions. For example, if an
organisation has set its objective to grow furiher, It can be achleved In several ways like
expanding in the same fleld of business or product line, diversllylng In other areas, |olning
hands with other organisations, or taking over another arganisation, and so on. Within
each category. there may be several alternatives. For example, diversification {tsell may
polnt out the possibility of entering [nto one of the several fields. The most commeon problem
with alternatives Is not that Mnding of alternatives only but to reduce the numbey of
alternatives so that most promising ones may be taken for detalled analysis. Since all
alternatives cannot be considered for further analysis, it Is necessary for the planner to
reduce In preliminary examinaton the number of allernatlves which do not meet the
minimum preliminary criteria. Preliminary criteria can be defined in several ways such as
minimum investment required, matching with the present business of the organisation,
control by the government, ete. For example, one company has dellned preliminary criteria
in terms of size of Investment In new project and may not consider any project involving

investment of less than Rs. 40 crores.

5. Evalustion of Alternatives. Varlous altermatives which are considered feasible in terms
of preliminary criteria may be taken for detalled evaluation. At this stage, an attempt Is
made 1o evaluate how each alternative contributes to the organisational objectives In the
light of its resources and constraints. This presenis a preblem because each altemative
may have certain positive paints on one aspect bul negative on others. For example, one
alternative may be most profltable but requires heavy Investment with long gestation period:
another may be less profitable bul also Involves less risk. Moreover, there s no certalnty
about the cutcome of any alternative because It 1s related with future and future is not
eertain. [t 1s alfected by a large number of [actors making the evaluation work quite complex.
This Is the reason why more sophisticated technlques of planning and declsion making
have been developed. Such lechnlques will be described In a later chapter.

8. Cholce of Alternative. Aller the evaluation of various alternatives, the most it one Is
selected. Somelimes, evaluation shows thal more than one alternative 1s equally good. In
such a case, a planner may choose more than one alternative, There is another reason for
choosing more than ene alternative. Allernative course of aclion Is to be undertaken In
future which 1s nol constant. A course of action chosen keeping in view the varlous planning
premises may not be the best one if there 13 change In planning premises. Therefore, planner
must be ready with altermative, normally known as contingency plan, which can be
implemented in changed sltuations.,
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7. Formulation of 8u
Jertved 50 a8 to HUPF“FHF"HIHI"" nmll'hnn. Afler forrnulnting the basic plan, varlous plans are
plans ke planning for buying r:;ll::::: i I-rl; ru: Srganiantion there can be various detiveties
wnita, buying row malerials, reerulting and trainin
] i

ptrsﬂnl'lfl- developing new prod
AT 5
D N A hateirs: uu11|u::|l i[ﬂw" derivallve plans are formulated ot of the

B. Eltlhﬂl'hl.nl B'-‘q_“.ﬂ-ﬂ.l:

sequence of activitles 1s [re:ﬂ Actlvities, After formulating basic and derivative plans, the

i T g cnﬁ S ‘I'T""“"l a0 that plana are put Inte action. Based on PIH.I';.i at

pertods can be prepared l.:r luni who will do what and at what time. Budgeta for various
give plans more eonerele meaning for implementation.

Types of Planning

There ma
though ﬂ'li ;:';::’::Tm I::H?m which an organisation can undertake planning process
S s ol m:pn volved remain the same in each way. Planning can be differentiated
e s i erage of organisational activitles, importance of contents in planning
fI 1!3::.:. mension In planning, approach adopled in planning, and degre= of
tion In planning process, as shown In Table 6.1

TABLE 6.1: Types of planning

Dimensions Types of planning

Corporate planning and functional planning
Strategic planning and tactical /operational planning
Long-term planning and short-term planning
Proactive planning and reactive planning

Formal planning and informal planning

Coverage of activities
Importance of contents
Time period involved
Approach adopted
Degree of formalisation

R

The above classification is not mutually exclusive but Iterative. For example, strategic
and tactical planning may be undertaken on the basis of proactive or reactive approach, or
formal or informal basis. However, In each set of classification, the type of emphasis put in

planning process differs.

CORPORATE PLANNING AND FUNCTIONAL PLANNING

We have seen carlier that planning activity 1s pervasive and can be undertaken at various
he organisation as awhole or for its different functions.

Jevels of an organisation. It may be fort
Thus, based on the coverage of activities, there may be planning for the organisation as a
whole. known as corporate planning of for Its different functions. known as functional

planning,.
Corporate Planning

The term ‘corperate pl
corporate level, whi ch cover the entire or
planning is to determine the long-term ob]
to generate plans Lo achieve these objectv
environment. Because of long-term orientatior
corporate planning, it Is also used as synonymous lo

planning. However, some distinction exists among these
Similarly. some authors use corporate planning as the Lo
example, David Hussey has defined corporate planning as follows!

the top level, also known as
The basic focus of corporate
ectives of the organisation as i whole, and then
es bearing (n mind the probable changes in
| involved and strategle aspecls povered 1N
long-term planning or strateglc
at least at the conceptual level.
tal process of management. For

anning’ denolés planning activities al
ganisational artivities.

Scanned with CamScanner



Principlen ard Proctios of Managemen

‘Eﬂlpﬂr{“l rlllt“'ll'lln " I..Inu "—IH mhl mh. and
R Includes (e netling of ohjecilves, organ
et vt lrgf through the planning process

elemisio el - y ; |
able those objectives (o be nlladned, mo e iBd pwnsiowss o e plasy

and through 1he

plans, measuring performance nnd
and developing people through better decision making, clearer abjectives, mare involvement,
and awareness of prigress,*?

This definition of corporate planning is quite broad and
ons not necessardly related (o planning aspect of manngement functions. For example,

planning sets future course of action and its implementation Is not strictly the planning
function. Therefore, the concept of corporate planning should be taken as the total planning
activities in the organisation and not the total management functions,

Stmilarly, corporate planning 18 used as long-range planning because long-range
planning emphasises the lulure odentatlon of the process, However, there Is growing opinion
which disfavours the use of long-ringe planning as synonymous with corporate planning
because It underemphasises the comprehensive nature of corporate planning. The process
of corporate planning 1s concerned with all aapects and not only the long range. Although
the future orientation Ia cerlalnly the mosl Important argument In favour of the process,
]Dnn-m';c I‘j]ﬂnnlr]u wil thvoul thr hﬂfk."F nf HJ.DTI -J_-Ilij.:_ﬂ' Flﬂnl‘l |ﬂg will fall. Differences
between corporale ]_':Il;]_['.]]i'[]j_: and long-range I:I'I-EI.I'II'IJ.I'IH crn be understood IJ"[' class uidl"lg the
more comprehensive corparate planning further into acgments, Normally, corporate planning
is divided Into strategic planning or long-range planning and operational, tactical, or short-

range planning.

Functional Planning

As against eorporate planning which is integrative, lunctional planning is segmental, and
it Is undertaken for each major functlon of the organisatlon like production/operation,
marketing, linance, human resource/ persannel, ete. At the second level, lunctlonal puanning
is underiaken for sub-functions within each major funetion. For example, marketing
planning Is undertaken at the level of marketing depariment and to put marketing plan In
action, planning at sublunctions of markeling like sales, sales promotion, marketing
research, ete., s underfaken. A basic feature of lunctlonal planning is that it is derived oul
of corporate planning and, therefore, it should contribute to the latter. This contribution Is

achi:?cd by Integrating and coordinating functianal planning with corporate planning.

STRATEGIC PLANNING AND OPERATIONAL PLANNING

Comprehensive corparale planning may be divided Into sirategic and operational depending
on Lhe directlon of actions sel In the organisatlon. One part of the planning sets future
direction of the organisation and anot her part conflines [isell Lo devise actlons to proceed in

that direction. The former Is known as strategic planning while latter is known as operational

194

may cover many management

ar tactieal planning.

Strategic Planning
long-term direetion of the organisation In which It wants to

teglc planning seis the
ey has defined strategle planning as follows:

proceed In future. Anthony
-g1raicgic planning is (he process of deciding on objectives of the organtsation, on changes

an these cbjcclives, on the resources used 1o altaln these objectives. and on the palicles
(hal are to govern the acquisition, use and disposilion of these resources =4

! d Practice, Oeford: Pe
_ Corporale Manning: Theary and Fro fgamon Press, 1088, p. 6,
:ﬂmlﬂi:.l I-:I'L.mﬂlmnv. Parnig ard Control Systems: A Framework for Analysts, Boston: Harvard Linlversity
Press, 1965
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Examples of strategic planning in an organisation may be: planned growth rate In
snles, diversillcation of hllﬂil‘lt"ﬁ-! Inlo new |ﬂ'u:3.. [?Pc of I'.I'I"I.'H‘qu.'l-l‘l 1o bhe gﬂﬂﬁl. and so on.
This way, strategic planning encompasses all the functional areas of business and s affected
wilthin the existing and long-term runework of economic, politleal, technologleal, and nocial
factors. Strateglc planning also Involves the analysls of varlous environmental factors
particularly with respect to how organtsation relutes 1o It environment.

Abasic problem In strategle planning Is the period for which plan is to be formulated.
Normally. more than one year period 1s considered (o be a long one. Usually, for most of the
onganisaticns. It ranges between 3 1o 5 years. However, there should be some logic In selecting
the right Ume range for planning. [n general, since planning and forecasting that underiies
It are costly. and organisation should not plan for a longer perfod than s economically
justifiable; yet it Is risky to plan for a shorter perod. The choice of period lles In the
‘commitment principle’ which suggests that logical planning encompasses a period of ime
in the future necessary to foresee, as well as possible, the fulllment of commitments involved
in decislons made today. What the commitment prineiple implics 1s that long-range planning
is not really planning for future decislons but rather planning for the future Impact of
today’s decislons. In other words, a declslon 1s commitment, normally of funds, direction of
action, or other simllar things. Therefore, the most striking application of planning period

would be the setting up of ime period long enough to anticlpate the recovery of costs sunk
in a course of action.

Operational Planning

Operational planning. also known as tactical or short-term planning, usually covers one
year or so. It Is almed al sustaining the organisation in its production and distribution of
current products or services to the existing markets. Operational planning can be defined
as [ollows:

“Operational planning is the process of deciding the most eflective use of the resources
already allocated and to develop a control mechanism to assure effective implementation
of the actions so that arganisational objectives are achieved,™

Operational planning taken In Lthis way answers the questions aboutl a particular
function as [ollows:
1. Why is the action required?
What action |s to be taken?
What will the action accomplish?
What are the results of the action required?
. What objectives and conditions must be met?

Operatonal planning Is undertaken out of the strategle planning. The various examples
of eperational planning may be adjustment of production within given capacity, increasing
the efficiency of operating activities through analysing past performance, budgeting future
costs, programming the comprehensive and specific detalls of future short-term operations,
and so on.

Differsnce between Strategic Planning and Operational Planning

Apart from the period of time involved In strategic planning and operational planning,
there are certain differences between the two. The major differences between the two can
be {dentified as follows:

BN

LM, Prasad, Business Polimy; Strategy Managemens, New Delhi: Sultan Chand & Sons, 2002, p. 46

Scanned with CamScanner

=T




——ﬂ
1.“ I"'I'II'H_‘IHF! [.I'Fll'.' H'l'.ll:f:m ufhﬂ%"

1. Range of Cholce. Strategic planning guides the cholee among the broad directions in
which the organisation secks lo move and coneerns the general planned allocation of its
managerial. Mnancial, and physical resources over fulure specified period of time,
Operational planning. on the other hanel. focuses on the ways and means In which eae,
of the mdiidual functions may be programmed so that progress may be made towagd,
the attalnment of organtsational objectives. Usually. operational planning aims 5
contrbuting to strategle planning as the former tries lo achieve results and actlong

suggested by the latter.

2. Type of Environment. The type of environment for two types of planning is differen;.
Strategic planning takes Into account the external environment and tries to relate the

organization with [t. It usually encompasses all the functional areas of the organisatien
and Is affected within the existing and long-lerm future characleristics of varioys
envirenmental factors. The nature of external environment, thus. Is ol prime concern of
strategic planners. Operatlonal planning mostly focuses on intermal organisational
environment so as to make the effective use of given resources.

3. Primacy. Strategic planning precedes operational planning since the latter is primarily
concerned with the implementation of the former. Strategic planning sets trends and direction
for managerial actions: its time horlzon |8 usually quite long. Operational planning Is heavily
concerned with short-term programmes Implementing step by step progress towards basic
crganisational goals. In the short term, managers have to work within the framework of
given resources as the functional capabilities of the organisation are generally restricted
because in the short term, there cannot be fundamental change in these. Therefore,
strategic planning must recognise the limits of what operational planning can realistically
be undertaken in given time periods.

4. Level of Formulation. Strategic planning Is formulated usually by top-level management
and other specified planning staff In the organisation. At this level, managers can take'
overall view of the organisation and have necessary capability to relate the organisation
with the external environment. Operational planning Is usually spread over a wide range
within the organisation and Is generally performed by operating managers with the help of
the subardinate stall. Since two planning groups are widely separated In the organisation,
some Incompatibllity may exist between two types of planning, Therefore, there is a need for
Integrating these two In order to have betller planning elfects. If plnnnlng is taken as an

integrated system, most of the problems of conflict between strategic and lanning
may be overcome. o K

LONG-TERM PLANNING AND SHORT-TERM PLANNING

F-I-H.HHJJIE Is concened with FNTJICITIE of luture, Thl.ls, H,F]ﬂn.n]ng H}I'Etl:m must involve different
degrees of futurity. Some parts of the organisation have requirements that entall planning
for many years into the [uture, while others require planning over only a shuninﬁ:ﬂn

Capital Expend]turt. for “ff'-rl'l}'-ﬂt, Is more sul
area. Such plana lrequently form the basis Jeet o long-range planning than any other

llrﬂlht'r 'p|='|_|'||-||_n .
generally into ({ long term and (i) short term, ““"-'I"It"'-'fr. Ihf: ;{::;II:IEUIHIHR period Is divided
nol so ohvious as |1 might appear, me complex fa dimension of planning I

clors Interiaet to determine planning

for one organisation, might be a shart pertod o ul.hera Might be a long perfod of planning
What should be an idea] Planning period (e Id
Commitment principle implies that ]ung-m.ge P]H-HIE;';"E

8 upon commitment prineiple.
decisions. but rather planning the futyrs Impact of 1od

Islnut really planning for future
ay's decisions. In other waords, a
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decislon Is a commitment, nn
commitment for differemt
machine may be recouped
coming ten years. Simil

rmally of Munda, direction of actlon, or reputation. Thus, the
Parts of organisation differs. Costs Incurred on purchasing a
n.:lr::'tm years and management must foresee the situation for the
+ @ small manufacturer of s ts wh h
roductio pare parls who completes his
P n cycle consisting of raw materinl acquisitien, productlon, Invenlory, sales, and

collectlon of meney In six months or so
requires a cominitment period of six months
and the planning period covers only this period, " ™

Long-term Planning

lL:“mE;:-ﬂ“ planning is of strategle nature and Involves more than one -year period extending
: I'-'!F years ﬂflﬂﬂ- However, the more common long-term perfod 1s 3 to 5 years. The long-
It plans usually encompass all the functional areas of the business and are alTected
within the extsting and long-term framework of economie. soctal. and technological factors.
Long-term plans also involve the analysis of envronmental factors, particularly with respect
to how the organisation relates to its competition and cnvironment. Sometimes, basic
changes in organisatien structure and activities become the real oulput of such rplans.
Examples of such changes may be new product, preduct diversification, individuals in the
organisation, development of new markets, ete .

A distinction between short-range and long-range planning Is often made on the basis
of the period of time involved. Though there Is a elear correlation between these kinds of
planning and the length of time horizons, the more important distinction Is on the basts of
the nature of planning.

Short-term Planning

Short-term planning, also known as operational or tactical planning, usually covers one
year. These are aimed at sustaining erganisation In its production and distribution of current
products or services to the existing markets. These plans directly alTect functional groups—
production, marketing. finance, etc. Within Its time dimension, they answer pertinent
questions about a particular function as follows:

1. Why Is the action required?

2. What actlon Is to be taken?

3. What will the action accomplish?

4. What are the results of the action required?
3. What objectives and condilions must be met?

Coordination of Short-term Planning and Long-term Planning. In [act. In a successful
planning process, short-term plans are made with reference to long-term plans because
short-term plans contribute lo long-lerm plans. As such, there s a need for coordination

. between these two plans. The managers should consider, while preparing the short-term
plans, that they are contributing to the long-term plans. For this purpose. they should
scrutiniss the former In the light of the lalter and subordinates should alsa be made aware
of this fact. Sometimes, the short-term plans do not contribute to long-term plans, but
contribute to the organisational objectives. In such a case, the long-term plans need to be
modifled. This can be done when there Is lexibility In planning.

FROACTIVE PLANNING AND REACTIVE PLANNING

Classification of planning into proactive and reactive Is based on the organisation’s response

to environmental dynamics. We have seen earlier that planning is an open system approach
and Is affected by environmental factors which keep on changing continuously. However,

e
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organisations’ responses to these changes differ. Based on these responses, planning may
be elther proactive or reactive,

Proactive Plaaning

Proactive planning involves designing sullable courses of action in anticipation of likely
changes in the relevant environment. Organisations that use proactive F‘]mnlmg ':;E broad
planning approaches, broad environmental scanning, decentralised control, and reserve
some resources (o be utilised for thelr future use. These organisations do not wail for
environment to change but take actions in advance of environmental change. Most of the
suceessful organisalions, generally, adopt proactive approach in planning. In India,
companies like Rellance Industries, Hindustan Lever, etc. have adopted this approach and
their growth rate has been much [asler than others.

Reactive Planning

In reactive planning, organisations’ responses come after the environmental changes have
taken place. After the changes take place, these organisations start planning. In such a
situation, the organisatlons lose opportunities to those organisations which adept proactive
approach because, by the time, reaclors are ready with thelr plans, the contextual variables
of planning show frther changes. Therefore, thelr plans do not remain valid in the changed
sltuations. This approach of planning Is useful in an environment which is fairly stable
over a long period of time.

FORMAL PLANNING AND INFORMAL PLANNING

Classification of planning as [ormal and informal Is based on the degree of formialisatlon
which Is used In undertaking planning activities.

Formal Planning

Formal planning is in the form of well-structured process involving different steps, Gen erally.
large organisations undertake planning in formal way In which they create separate
corporate planning cell placed at sufficiently high level In the organisation. Generally,
such cells are staffed by people with different backgrounds like engineers, statisticians,
MBAs, economists, ete., depending on the nature of organisation’s business. These cells
monilor the external environment on continuous basis. When any event in the ecnvironment
shows some change, the cells go for the detalled study of the Impact of the event and
suggest sultable measures to take the advantages of the changing enviranment. The
p]a.nnh::p, process that is adopted Is ratlonal, systematie, well-documented, and regular.

Informal Planning

As agalnst [ormal planning, informal planning 1s undertaken, generall aller
organisations. The planning procesas Is based on managers’ mﬂmnrﬁ it w:gtlz.hfnfﬂ[?éns
and gut-feelings rather than based on systematic evaluaiion ol environmental h;pp{‘nlngﬁ,
Usually, the corporate planning affalrs are noti cntrusted to any single cell or depariment
but become the part of managers’ regular aclivities, Sinee the envirenment for smaller
organisations Is not complex, they do reasonably well with Informal planning process

TYFES OF PLANS

A plan, as defined earller, Is a commitment of resou
believed necessary to achieve specille results, From
types of plans, both major and minor. What mana
variety of plans. Often they consider a major progr

rces to a particular course of action
this point of view, there may be several

gers fall to recognise Is that there {s a
amme or project as a plan like bullding a
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o
I'I.
is an indispensible component of managemen| ;

,..4-1!’“'1 m:ﬂ;ﬁuﬂm”ﬂ declsiona aller decislons Mmm;:f-, n AeE :;:‘:::IT:':“:I:I: rmanagers
1 quse they conatnntly choose whal In to be done, who ts tn 'lllrt l.—;E as thetr
el how (o do. Looking al Lhe role of declalon making in m:urr:n.l.l,r-llll: :r"::l..l'”1I .
ghtt -:"“.' ;-mlf’r'“! it with management when he says that "management rnru:n.rtr:lltfrm
o "V pectston mAKIng. though permentes all managenial inetlons, s at the n.nrrTf
pNE | pecanse it 1= the planning where major decislons are made which aet +h-u-
I‘""n”“_:':||.,-.n;ﬂ rone. It 1s the stage at which major decisions regarding ncult}:z of
Jlli.lﬂl,.;';||ﬂl'|ﬂ] n._u[q-l_i'u'l:.'i. formulating major PIDII.'!. ln:.rl.n;.; dewn of Pﬂl]l:t,:.u, Prmn!ur“
- ¢. arc mace Collectively, the decistons of managers give form and direction to
b ,:.a“"'”ﬂj functions.

jston MakIng 13 both managerial function and organisational process. [t is managertal

jo because it Is a fundamental responsibllity of every manager, It Is organisational
_-.mirﬁ hecaLise Tany deelsions transcend the individual managers and become the product
Ffl;f:urﬁ- (eams, committees. ete. In fact, more Important decisions are made by group of
ol § anagers Individually. Therefore, managers should develop decislon
Aint themselves with the dynamics of dectsion making because of

a

rs rather by m

king skills and acqu

fnllowing reasons:

|. Managers spendagreat deal of their time in making decisions. Inorder todevelop thelr
decision-making skills, it Is necessary that they know how to make efTective decislons.

5 Managersare evaluated on the basls of quality of thelr decision making. To improve the
quality of decisions, they should know how quality ol decision making can be improved.

f Decision and Decision Making
cts of dectsion making, it Is essential to go through

the concept of decision making. The word ‘decision’ has been derived from the Latin word
decidere’ which means a cutling away or 4 cutting off, or In a practical sense”. Thus. a
decision involves a cul of alternatives between those that are desirable. and those that are
not destrable. The declsion Is a kind of choice of a desirable alternative. Lopez has defined

adecision as follows:
enit: a final resolution of a conflict of needs, means. or

“A declsion represents a judgem
goals: and a commitment to action made in face of uncertainty, complexity, and even

lmunmlly_'?

Decislon making Is a proce
ar arganisation selects one position or action

defined decision makirg as follows:
involving both ircdividual and soctal

“Derision making is a conscious human process
phenomenan based upon factual and value premises which concludes with a chotee of
one behavioural actlvity [rom among one ar more allernalives with the intention of moving

toward some desired state of affairs.™
Declsion makin 'y pwn mind upen an opinion or &
thus, 1s an acl of ecting one 8 po
3 P cts of human behaviour are Involved:

41}

n]um of action. In decision making, threc aspe
mh':d“ﬂ'“llun—.acu.,,m“ of mind assoclaled with knowledge; (2] conation—the action of the
-..___!_"_“1]“5'1 by such words as willing, desire. and averston; and () aflectation the aspect

IH.I]
L 12 M. More, The Professions: Roles ared Rul=s, New York: Basle Dooks. 1978,

eliy
:.IT“E:'I:;[EP:L The Making of a Monoger, Murnial: Tarsger
e A Shull. Andrew L. Delbecq, and Larry L Cumming®
-Hi, 1880, p. 31,

the

Concept 0
Before we go through the various aspe

by which an individual

sa to arrive at a decision; the process
fves. Shull et al have

from several alternal

revale, 1977, p- T3
Organisational Dectsion Making, New York:
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f
wud lemperameny, Ha M"”%\‘l
of mind assoclated with emotion, fecling, r"|”m !r'.-rlln...ﬁr na ll'ullnwa.- %ed on the
concepl of decision making, fis features can bed

i . llves ang th
ar are varlous allerin € Mgy,
: fon making inplies that there a : sal o ey
1 31‘::1::1‘_'? l‘wh-‘:w"‘ o solve the problem or (o "“Iwi[m“mﬁ:}film Fesu) (g I:Irr::fF
u v £ L J &
sttuation which dees pot lave allernatives [s nol really a problem Fequir 'Jllt:
s . anr Jan (e [najurlones,
though the problem may by qu
2. Extstence of altematives sidests thal e tltﬂ:l'iﬂ;;:‘::ii:f;%rmtﬂm" o th“m.
A Al tERLIE A lila king through which his p rl:hul 58 he. !
3. Deciston making may not be completely m[:ﬂ:r]n;:ucs of li*:}r: dcc.::;-‘il;’cm ta] i
emotional tn which personal preferences nne ON maj,, P,
simitficant role. :
4. Deciston making, ltke any other management PT““ETEE'?hﬂr‘?’;“:;llgmlﬂd- It Impp,,
that the decision maker attempts to achleve some res eclsion %E

TYPES OF DECISIONS

iy,

Decision making Is involved in every walk of life; it is relevant In organisationaj a4
non-organisational context. In organisational context, decisions may vary from the m
ones like determination of organisational cbjectives or deciding about major Projects 1,
Specific decisions about day-to-day aperations. Therefore, there are differen;

decisions which are made by managers In organisations and for each type of decisjon
deciston-making variables and conditions differ. There are different ways In whic
erganisational decisions may be classified. One way of classifying these d

eclslons is 1y
Eroup them into routine and repelitive or non-routine. In another way, these decisions

are classified as programmed or non-programmed. These are further classified as strategie
and tactical deelsions. Strategle decislons are non-routine and non-programmed while
Lactical decisions are mostly rontine and programmed. Therefore, understand!ng of
Programmed and noen-programmed decisig

ns and strategic and tactical decistons Is
riccessasy for managers to enhance their declsion-making skills.

Well 5y

d repetitive and are made
These policies and rules are
he erganisation. For example.

ar Isai
established well in 44y, 8anisational polyc,

the problem rela Ung 1o pr
motlo
meet promaotion tnlma,P ol emp)

; ‘ * FOmoting these employees who

- ‘JI:;:B[ Lo dectde whjgp, CMployeey JI]r'Lt ilzl“i]”gh‘;‘“ P Brometion policyand the man?lif;
accordingly Program; tlerlterta for Promotion gn * decision Is made
problems i, S ED‘::fd”tﬂ:me e Comparg )y, Y easy tg m:ked al;]:j:::amr:lﬂlﬂ to the
Egﬁe ak TS0nnel at Jgyy, ];t{;;ﬁ:;r:iiﬂlﬂnml PrEanisationg) factors, Such decisions
o MAKING Is 51310 and we|| ulnmluri:?rgﬂmsmm” Where the environment affecting

ed '
Unusy « Nog -
p ﬂh]tn]s In "l'l"h p o nﬁd [l
ich tClslong

deny . sity 1 Varig are re

/

te levant for solving unique

18 not. wej Slruetyreq “annot be deetgeq In ndvance.gF or such

T S e 4 e Outcomes of yariou altermative
e

I.Jnn-r (2] --
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wance. For ex

an ed In & . ample, Il an organisall

pe ATEE | ceveral alternatl . an wanta |

a0t jp may pave SEVET | : ve routes ke golng for a grass-roul o take actions for

: il p ;:lIT'll Fompany- n ench siluation. the managers have e F projeet or taking

: Pt : = - 5 oo el

P dl ach altermative 10 arrive at a declslon. For evalinting the I‘I'}r:lu.“'- the lkely

s, 1he managers have lo conslder varlovs [netors m"m‘ of rly anileomes of

A common feature of non-programmes decinininn Ivl: NRIER S oade

" i . : n that the

e urring and. therefore. readymacde solutlons are not avallable ;f; e vl
J'm;c ) “|'|1l_nh"“P“”““""’ because of thelr long-lerm consequences h e R

I!r.,-:.-'lnlrl-ﬂﬂ_: at higher levels In the organisation. . theae aze macle
.rn.ll'h

e o and Tactical Declsions

j 4] decislons are classifled as stralegic and tactl
LIC cal o

22 rween sirategic and tactical decislons ls n:r]uimi becaumse ar &ptmtmnal. o
aetit e delegated 1O lower levels In th seauthiorky foe iaeries
- eien A be dCIES e organisation while for strategic decision, It
gl gated Jower than a particular level in the organisation. However, the rilsurmﬂ::m
* e strateglc and tactical decisions is not as fine as a manager would wish because
o hese d oclsioNS attempt to achleve organisational objectives. Moreaver, what might be

for one organisation may he tactical decision for another. Therefore,

jons can be understood by analysing them In detall.

Wil
I.t::'-ﬂfﬂr decision
= { both decls
- decislon concept is based on stralegy which Is a major action
egle decision can be defined as follows:

ht ﬂa[IJTE a
ation of resources and

¥

pecision. Strategl
Jann 20 grganisation. Therefore, stral
" grategic decision is 3 major cholce of actions concerning alloc
oatribution to the achtevernent of organisational objectives.
jes are present:
majer part of the organisation.
onal objectives. Though all
ons contribute directly

following characterist
1. Thedecision isa major one which alfects the whole or

2 It contribules directly to the achievement of organisatl
declsions try to contribute in this direction, sirategic declsl

and other decislons are derived from these.

3 Astrategic decision may {nvolve major departure from earller ones conceming some
organisational practices: for example. change in product mix, expansion of business.
change in personnel pollcles, elc.

4 The strateglc decision has normally three alements: |

which specifles the work to be done to achicve et
(1) a desired result or objective to be achleved through the

In a strateglec decision.

f| a course of action or plan
It, known as action element:

1mpI:mentaL1un of the
hich directs some part of the

decision, result element; and (i) a commitment W o
organisation to undertake the course ot action. ™ e the personnel LY :
and allocates resources 10 them, commitmen

responsible for attaining the objec tive.
element.
decision which

a,

The strateglc declsion I8 normally a non- i th
the condition of partial ignorance. The alternatives involved ant

in advance. This 18 50 because strateglc
are quite dynam

:hr.'a.: allernatives cannot be known
$10 be Laken in the context of env! conmental faclors which
Uncertain,
ut of stre f
derived ©@ ontex

?.Icun

al

¥ mn“l"ﬁn. Tactical or nptrat:[ﬂnﬂl declsion 13 the

Plicteg day-to-day werking of the organisatlon and ls made I oo follows:
and procedures. The various features of & tactieal dectsior e

.
: e
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294 _to-day operations of the organisation ay,
1. Tactical decision relates 10 day

Principles and Practice HFM‘
dh

Iy, The declsion {5 mostly repetitive; for example, F“mha:'}:
taken very frequent !r’l-n dqutles to employees. ete. "
raw materials, assiin fh' . pnﬂl“"""’”l ane, The fIE']_I';-IlHIU? l:n P[;Ermnmm th

2. Tactical declsion 18 ”“:‘5 ss, rulles. procedures, ele. i e declsygy, Em"'%
the preseription of po It les, Such prescriplions provide ‘hh!

l,’:l_l'lll:IJ
O m“w;l ﬂli :::-T:qr for declalon making comes, the d Ision, ty
- ! it s
in a particular ©ase. Whe eclajy i,

: the things.
'I-Iﬂ]]jh' _"..i'li'i”fﬂ (hose l!||‘1:'.'|.-|_‘|;1E]'[|I'H'|H lill'lll |Il:|:-1dr-'3 - ture fn-ﬂd aﬂ-ncu
- o tactieal dectston 13 of short-lcrm n & Narroy,
3. The outcome of tact ample, purchase of raw materials In routine i o
the organisation. For Ccxi pmr i prﬂn:l S ekl mmpurth m

. artrment
affect production depa { of well-set policles.

very frequently in the conlex
' can be delegated to lower-leve)

' {actical decistons
4. The authority for making the iImpact of tactical decision |5
Mo

" ur - _E'
This Is done because of two reasons: FIFs
and of short-term nature. Therefore, the lower-level managers have adequay

perspective to make such decislons. Second, by delegating authority o, such
decistons to lower-level managers, higher-level managers are free to devote Micre
time on strateglc declsions which are more important.

DECISION-MAKING PROCESS

When a manager makes a declslon. it Is in effect the organisation's rergpunse to a problen
As such, decisions should be thought of as means rather than ends! Every decision (s the
outcome of a dynamic process which Is influenced by multiple forces, This process
presented in Figure 10.1. However, this process should not be Interpreted to mean that
decision making s a fixed procedure. A process Is basically a dynamic concept rather than
static. Events and relationships are dynamic, continuous, and flexible and t be
considered as a whole In which many forces Interact; a force affecting others aleus

affected by others. Therefore, the decislon-making process as presented In Figure 10.

o non-programmed decisions than to ngfﬂl'ﬂmm

CUr lnfreql 1ent]
deal of uncertainty regarg Y arc unstructured, and are charact by a greal
process. For frequent R hatr oulcome, require the m e e

¥ oecurring, structured problems, |t § o JE e e Bk

policy is established g each
4 specifle rule o
e Procedure developed to
. = | necessary (g dm]up and evaluate various alternatives ea

Specic
Ohectivey Hﬁmm al | -
5 '———-._..Lgu.ammwr:; }_.' E:j':m of
F“':h'l:t mativas

= L

FIGURE 4g,,
1+ Declsion.mg
Hﬂg F"'lfl'l'.'-'ﬂlﬂaI

a |
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o
F quﬂﬂf-u-“'

, aking arises In order 1o achieve certaln speei
! igam specllle objectives, Eye
_’_,r}“ for 45 being 18 goal directed. This Is true for deefsion muking alag whlf-}:Fl:rnﬁ

¢ re.. S ey sy
'rlh: ﬂ1mﬁ.;r whether a declsion needs Lo be made}In fct, sctting of specific objective
f‘”" l".“'ﬂmr:;gnw of an earlier detislon. However, since the oblective sellin £ | an oul nnmr;

i T‘."I.“ - I AT
£ of U the starling point in_any analysis of decision misking involvea the

e be considered trul the il
wan @ o, this may nol ¥ as the first step of decision process but
F" 111 drﬂ;l : ﬁhl'.."r declslons.
Kk for fu
¥ jes

r yfication,
" em 1468
cular dectsion 1s made In the context of certain given objectives/identification,
gt P the real beginning of decislon-making process A prablem s a felt need, a
i #5 rown forward for solution. It i3 the gap between present and desired state of
et subject-matter of declsion. It 1s Just like the diagnosis of patient by the doctor.
S -1; ror makes a dlagnosis. he has a narmal, healthy person and he also has a fairly
, fwhat a healthy person |s. With this model as the desired result, he looks for
in the patlent’s actual state of health or factors which tndieate that his future
fall shart of normal. In the case of management deciston, however. a manager
et Tely O @ commeonly accepted norm such as healthy person. The objectives, If set
"“'".HI__, and specifically on the subject-maltter of dectsion, will provide clue In identifying
:f:::FﬂE'I"m and Its possible solution. Further, in management, a problem exists whenever
| - faces a question whose answer involves doubt and uncertainty, If there is no sclution
1 the problem, it cannot be treated as problem from :ll:c'lairgn point of view, though the
en of not solving this problem may be terrible. A problem can be Identified
cach clearly, If managers go thro ugh diagnosis and analysls of the problem. |
1. Dingnosis, The term ‘diagnosis’ has come from Medical Sclence where it is used as the
srocess of Identifying a disease from its signs and symptoms. A symplorm s a condition or
i of conditions that indicates the existence of a problem. For example, a patent has
terizin symptoms on Lhe basls of which his disease can be identifled. Symptoms occupy an
sssential place in the problem-solving process for they signal the existence of problem and
pide the search for the underlying problem. For example, Il an organisation has high
tamaver of Its employees, it indicates that something is wrong with the organisation. The
smptem of high turnover may provide the elue to the real problem and managers can
weseome the problem by taking appropriate action [deciston making involves In taking
tion|. Often managers fall to diagnose the problem correctly and sometimes they Lreat
EF"—'ﬂm a5 problem. Therefore, they should do this exercise very carefully. Diagnosing the
problem Implies knowing the gap between what |s and what ought to be, identifying the

5ens for the gap, and understanding the problem In relation to higher objectives of the
w!"nliaunn

:i‘f*"

1 ﬂlﬂ
“Hulyale. While the diagnosis of problem glves the understanding of what should be
:ﬁeln lerms of declston :,_Eijhn& m‘;{:ﬂ,, of problem takes It a step further. The analysls
Frnblem requires to ind out who would make declsion. what Information would be
-0 from where the Information 18 avallable. This analysis may provide managers

L ,
gl ealing circumstances that help them to gain an insight into the problem. The

o Ea.[!'pma::h af analysis of problem should, however, be based arcund critical factors

“u.-,b{f::r'lﬂhﬂlty of nfarmation for making decision, criticality of decisior,, and the tme

L decision. For example, information may be available from external and
ke *urees and some of the jnlurl::mtlm‘l may not be avallable at all. Stmilarly, the

.
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criticality of decision will detenmine the 1ﬂfl.lr:|tnl::lllll]1hm-::'lll!r-llr:l::-:mm"n TR
diagmosts and analysis of problen reguiring ! Y WHat 1n nepg ity

: 3 ol gy Th
ativ g The thing can be sough ang Yy fr
the altermatives for domg th "hiy, J
Search for Alternatives L
apecitle problem and the stlualion g

agminsis delines Baoth a spe whict,
a0 Dm::sr:'f?:ﬂ .+rllnlnl ery 1 e, deciston maker seeks posaible -"""1"'llllr-r|u..l . h'i#n 1
Sy "I‘~ u]i-:-d :n :HTI o wavs, however, all the ways cannol be equally 1'«|.:||'|||.'||l1|'lr-||llﬂlI 2 flew,
CAn e =a 1

A1 .o gpuestion ol decisin : ,
W klvere I orsiv: O R0 I':1:—:1:;::.1“::urr1‘11'|l:'|‘:'l::rl.n|.|HlulLL‘nlulI'I.rl'H- qul]:l:;:T:“r;r:Ptlﬂlnr:h".
asi=ton “::mﬂ_ 1.1m::,1-,|1"',-.1 "_., decigion. Wdentificntion of various alternatives m};” 14 !,__11}'
ol -_1:1-‘..-:#:'.1-.'_'; r_v.:.m : the most satlsiaciony one., buat 1 sudso avolds lmlth:m:r_"lia L?nly h':“:‘
the purpease o '"_L“ -:.«.,:i]nh]p ir a part feular declsion goes wrong, “{"w'-"'i'l:r, HL1. Tt
itf;[-h:n:-?::ﬂ::? 1.1 :;1;4.5.- not be possible o conslder all allermatives cither hm::‘::h B
- e ok srives cannoel be considered for selection because of obvilous "m’-la'li-nn
.:. ":u- n;r:r:':;: er or information about all alt=rnatives may not be avallable, -m“trﬂr:nf The
;;Tnf.l::::.:.nnmmwrs, the concept of lmiing factor should be applied. A lIm 1Unﬁ1'afhu*
ane which stands in the way of accomplishing a desired objective, If these faclon 4
\dentified. managers will confine their search for alternatives to those which will overggy,
the imiting factors. For example. {fan organisation has limitation in raising sizable
it carnot constder projects involving high Investmenl. m‘mh—m
4 decision maker can use several sources for Identifylng g}j:_mauvfw‘m
cxperichice. practices (allowed by others, and using creative L:tct:-;ﬂqucz. Past
apphed 1n Most cases of decision making. takes Inlo accoun ; € ac ;:lna taken by the
decision maker in the past with obvieus diflferences between the former challenges and .
sresent one. The sucressful acton of the past may become an alternative for the futuse
::“h:y is a very simple approach bul has obvious limitations becavse there may be so much
I:.’.'-.-.u,n::-:- i the decision context that old action becomes totally Irrelevant. C{]py‘il:'Lg from
the experience of others is another way of generating alternatives. Thus. alternatiy e:;:uud
b surreseful decision makers can be thought of as alternatives of decision making. 1-.::::
alss practsed by many organisations alter making suitable amendments T.,riﬂeg".ﬁmh}:
rhanged decision context. Importing of technology from forelgn countries i
changes 1= good example of this type of altermatives. The third rnem;]:: of t%rnencml;:
alternatives Is through ecrealive process where various exerclses are taken HEW
entirely new tdeas. This aspect ol scarch for alternatives will be discussed In
s=ction of the chapler.

Evalustion of Alternatives

After the various allernatives are identified, the next step is to evaluate mf“'finw
the an= that will meel the choloe crilerla,” However, all allernatives avallable [0 dlecls!

mabang will net be Lken or detalled evaluation beeause of the obvious limitations of m{{fl"m
in evaluating all allermallives, The energy ol managers 1s Nmited and Pﬂ}'{‘!hﬂl“ﬂwﬂ ’
of them prefer 1o work on plans thal have pood prospect of belng carried oul. In 1k
down the number of allematives, two approaches can be followed: constraint on :_111.1:!'?5_"5'
and grouping of alternatives of similar nature, The deelston maker develops a 18t Dtﬂ thal
?:n:'l:::l;i!:il::l:;l :::’u:'::':«:l"l::;::lry solullon, He may lreal these mils as Eﬂﬂﬂuﬂi:n 11.[ |
: ; matives against limits, and If an alternative do€3 © 4 g0

them, he can discs
iy wm::-.uc!.l:;. In the second approach, various alternatives can be gmu;rﬂ“ﬂ#
pecilic eriterta Important to declsion making. A representative al
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may be selected for future analysta, Then having, foundg the grovup that
) n

o Frm-:g-;i_ declslon mnker can coneentrole on allermalves within i group This
™ g the |1|'||'|"1|'1 1 dleciston malidng regarding the Yo atlon of plan warehouse #ir
e ey

[a

\)
:HTW'.,I ja oWt | W il altermlives welite 1y pecpilee aeplonia e omanleleral by Ihve drrtatern
l“:L ., ks £ 2
1 “'H:TIIL_ 4 for el g how each altermntive moy comtribmte teeanreds /e rre thres

et ¥ (o 0 achteved Ly limplementing the e inlon Fvaluatlon of varioos alternatives
i o i 1“””:““,:. il varlous vongile anil tntangilile Tactors Tangitile Tactors are
‘JI;IL"‘-'FMT]; can b |-|“;u'|ll.1‘|l‘ll hecnume they are qulle abvirons ke the eemt per anit
‘-Ihr"‘"" : I1IlI ,ﬂpl'lm'- oupul to be recelved], ele, Suach foetor can be measured rastly (heugh
‘h._“.,.: 11r:1T“u“..111||W nol be mensured with certainly; for example, detnarned peedestion at a
o 1llli:-.r i # l.m"u--;;'ln.r alternative, An agalinsl these, intangibile fartors are mestly
et T i <) cannol e measured i lermn ol quantily. Theeelore, seame delinitinna can
e ."H“T.-.-;urt" factors, For example, In o plant locallon, various non-economic fartors
:',uw'ﬂ tll!{-.*lr'-ﬂ problem arlsing oul of displncement of persans [rom the plant site
B i ele., have 1o be taken Into account which cannnt be quantifierd In
o i _,;11 nl".mi-.uw,hnlhllu‘m: factora have Lo be taken Into aceaunt. For determining
3 Tk

& o a factor. various quantitative techniques have been developed which will be
e P 4 in & scparate section of the ehapler.
discus

aluation of various alternatives presenta a clear pieture as to how each one of them
."m.ﬁh ies to the objectives under question. A comparison s made among the ety
NT..“n :_-5 of various alternatives and Lhe best one Is chosen. Cheice aspect of cerision
mﬁsn is related to decidihg the most acceptable alternative which s with the
:r:lﬂ|é.a1;anai objectives. [L may he seen that the chosen alternative should be arceptable
;, the light of the organisational objectives. Thus, It Is not necessary that the chosen
Jrernative Is the best one. ‘This concept s based on the satisficing approach rather than
e maximising approach of decislon making, to be discussed later in detatl. Inchoosing an

siernative, the decision maker can go through three approaches: experience.
expermentation, and rescarch and analysis.

L. Experience. Managers can choose an alternative based on thelr past expertence If they
have solved similar problems earlier. Rellance on past experience plays a larger part than
it deserves in dectsion making. Managers rely more on experience than alternative methods
o cholce. Past experience has some benellls bul It has certain imitation that it blecks
making correct cholce speclally when the environmental (actors are more Nexible

. Experimentation. Experimentation which Is generally used in sclenullc enquiry volves
that & particular alternative is put in practice, resull is observed. and the altemative
Ehing the best resull Is seiected. For example, many organisations o tor test marketing of
thelr products before the products are really introduc el In the market, During Lest marketing,
::h': acllons can be taken to change product features which are not acceptable

prermentation as a method for cholce of an allemative can be used on a limited scale
ause of cost and time factor,

:;21"““““ and Analysis. Research and analysis is the most certain method of *ﬂﬂh:lﬂﬂ
a pm:;m allve, apeclally when major declslons are nvolved. Thl:l approach entalls so llh'lE
More oSt by comprehending It This involves a search for relationships betweeh g
In th : fllical variables, constraints, and planning premises that bear the tul::]rfllt'rs :;:-Lll;fual
artﬂ-mﬂrlﬂ ﬂlaﬂe_ the allemative 13 Bralen Into varlous L‘[il]][‘lﬂl"ll."!‘l-lﬁ. helr In ki n_rd
-t objective 1s evaluated and the impact of all factors of an altenative is combl
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having the most pogyy,
., The onc .
¢ of the partieular J.tltl'."rl'l:rlll:r"m“ung. often the help of compuyyy,
to find m“.l_:tw Inil::: !ml:;:t[q url:"fltl.ll‘t".'l making & Lu; ﬂll;.;:r heen develo ped to make the ¢
impact is chosen. S pwe Lhis s }

hased mode
is taken. In fact, varous computer o

of an alternative easicr.
Theugh various approac
maker's personal values ;nmu.i~ ;
ane way, the decision praakinig _ib! 8
Thus, the matlonal provess ol e

208

ternative. the dec
o gl lnble for che 7 |1I:"ll: 1.:1" be chosen. In ra;“'““
spirAlion® = o of one’s vihiea ane e d by th )
the ll-illmll;.lhll'lﬁ ta considernbly u[Ti;C“-Tﬁn{E ﬂr'; Hn“
o 1 rtainty of GUE sion.

: - ICE
e it pevount the : order to
factors. Purther, nuuaglers z;l'Ilﬂli]'l."l:I.-u:'"l‘rtrlllm1'[I|Ilw:rm-.m.-::- action I one faila. in do this,
reand :

. il be ans.
11-:::[;; . .}]]:::ﬂ;r::ﬂrh be ready with pontingency pl
(AgPR BT &

Action

Once the altemative 12 aelect

decizion making ends with the chol
achieved. However, decision inaking.

wosing

Truly speaking, the actual process of
s I::;F:::‘tnl: Egl:':n!f:mwc thr}-;uﬂh which the objectives can be

being a continuous and ongolng process, must ensure

. hosen alternative. Unless this is done,
es have been achleved by the © . Theref
2:;algiﬁ?bﬂh$:1;=:m'cr know what way thelr cholce has contributed ore, the

ecision.
implementation of decision may be scen as an integral aspect ofd

Once the creative and analytical aspecls of declsion making through which an

Alternative has been chosen are over, the managerial priority 1s one of copverting the declaon

into something operationally effective. This is the actlon aspect of decision making. The

hasic difference between decision making as an analytical process and action IS that the
former requires the use of conceptual skills since it translates the abstract ideas into

reality. For example, suppose that there is a change In consumers’ tastes. This change is

verv ébﬁlmﬂ- and cannot be geen unless some specil'ln [-EChI'I.IqUE-E and measurements are

applied. How this change can provide opportunity to the organisation s mostly a conceptual
exercise requiring managers (o interpret what changes are taking place and what preducts
or services will be preferred in the changed situation. Actlon, on the other hand, relates to
putting a declsion into practice so thatl objectives of declslon are achleved. This practice
will provide further feedback for evaluating the soundness of the decision and, {f need be.a
change in the decision.

Implementation of a declsion requires the communication te subordinates, getting
acceptance of subordinates over the matters involved in the decision. and getting thelr
support [or putting the decislon Into action. The declsion should be effected at appropriate
tme and in proper way to make the action more effective, The effectiveness of action 18

Important because it |s only eflective action thro
ugh which or
by EEhIE‘i-’-Eﬂ, and rjghl dE‘:lElDﬂﬁ hE'IFI In E'HEEU_!.FE aiunnl Eﬂnlﬂaﬂnhiﬂ ubj:‘:uvﬂ-ﬂ can

Results

When the decision is putinte action, it brings certaln res

with objectives,
..I the Eets.g.:zﬁcprjnﬁff dt‘l:lﬂiﬂl‘l-l:iahlng process, i gﬂﬂd decision has been
[ . [}
the ligh onla Prupgr. m:?érr: sults provide indlcation whether decision making
e light of feedback recelved rg F&. managers should take up a lollow-up action n
and results, (his m the results. If there 15 any deviation helwgenpt;bjccﬂﬂ‘ﬂ

should he an

located. The fan alysed and fac

e leedback Mmay also help in I'ﬂﬂ:?:l:l;t ?1?1? qulsflzl:}:-*]l]li T I sheutatlon shou] b
5

ults. These results must correspond

T . - ] EEE%
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Approaches for problem Solving e
aches or pmblmll solving ﬂ-? i e EIE‘T;I“ a biesy "
There may be aw-‘l'ﬂ: Iﬁgfmr these approaches can broadly e o ™ o
cis in his own ways. \

:'lt:,unrl -k

1. Routine approach,

2. Sclentific approach,

3. Quanttative approach, and

4. Creative approach,

ROUTINE APPROACH

h of problem solving invalves solving a problem using traditional s
doing what has always been done when the problem of this lype arose. In this APproacy,
reference is simply made to history or precedent and the same answer uscd before s e
now, Some organisations, particularly large ones and those which put emphags g,
farmalisation. develop standard operating procedures (SOPs) to solve problems of reey
nature. Standard operating procedures are formal rules for accomplishing tasks, These
rules are developed over the period and gulde the organisational members in a varfety of
procedures. Most procedures are formalised and written down. but many others are informa)
work practices. With the changing situations, these SOPs get on changing with the deletion
of old procedures and addition of new ones. Another means under the routine approach is
to solve problems by a superor order. Here, the problem-solver has no choice at all by
[oflows Lhe edict of his superior.

Though routine approach ol problem selving 1s the most common with many
crganisations because it facilitates to follow similar practices throughout the organisation,
It has some serious limitations. Noted industrial psychologist, Norman Maier, has suggested
that managers should consider cach bl 2

ich problem with respeet to [ts effect on the organisation’s
betterment as well as its employees, which h
[n routine a e called quﬂﬂ[y .ﬂnd MPMTE l‘l!ﬁpttl.l‘ﬂ'-:lj". i3
pproach, both these elements are often missing.

SCIENTIFIC APPROACH

Routine approac

Heprer and Tregoe have sugdested sclentific
decision making, They contend tha “what g
Is an orderly system for processin
Others In & fixed order =1 Accord)

has following features; *

approach to managerial problem solving and
E |n_rn manﬂgtr neeils rﬂ;' Eﬂ-ﬂﬂu‘"ﬂ thlem ﬂIlﬂl:fEls
Matlon, o systlem In which certaln steps follow

to H':PHEF-'TTEE:':E sclentifle approach, problern analysis

'“ELIiulllng Y \entifled, located, and diversifled.

t
- hal Whlﬂh hna bEE’rl H."Eﬂf.bd ﬂ'ﬂl’ﬂ mﬂl t,h
o B e N

York: MeGrag Hoy Oblem Sl
il 1mg ving Dig
J‘CMIIH H. Kepner 1883, CUssfomng LT | cm.ﬂp i
Yamin B, 1y - eadership Methods and Skills, V¢

alw
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rablem is always n
p"sﬂ ri‘-“sﬂ of @  cchanism z a change that has Liken :
e [eature. » or condition to produce a n
"“51 sal
e PO
B L it

pl“' L lh B

(e problemn.
1y

" kely cause of a deviatlon s one that exactly expla
{ e 1LI"hr'Ll jon of the problem. plain all the facts in the
e : !._ﬂ,,:“unr up]:m:wh ol problem solving follows the followin
gont of {he proposition. EPUEPA-In Sepames
il upn‘limmnn‘ phservations about the proposition
3! ve solutions Lo the propositlon, I

ition thoroughly. using hoth current knowledge and controlled
At

5

¢ pplevant data obtalned.
tive answer 1o the proposition.

o (el
<tating answer to the problem.

51.1.11'1|
and

Adjusting

jon of compulers in business problem solving, quantitative approach
4. The emphasis in the quantitative approach s on mathematical
¢ o Syslems. Comparisons of various fcasible actions such as cost minimisadon.
returm o1 jnvestment, etc,, are expressed by measurable values. The

the factors for any given action IS siated In mathematical form—by formula
Jhstituting different mathematical values for the variables of the squation.
ted in keeping with the requirements of the stated

are obtained and evalua
antitative approach of problem solving proceeds inthe following manner-

|, Formulation of the problem.
2 Building 2 mathematical mo
1 Deriving the answer from the model.

4. Testing the model and answer derived to ensure its prm:ﬂcﬂbllil}'.
5, Placing needed constraints over use of model and answer.

6. Selecting the final answer-

There are varlous qum'll.ilat!.w: technlqu
been discuss

Some of these techniques have

1 be viewed as
Some managers feel that problem solving and dﬂ';,:s'm:" :ﬂ q sf:.lﬂr?:;n;::;;?d steps :Wﬂiijh"-':
hgical ac be defined t : . g el
ton, that is, the problem need not S ried objectivess ¢ Lneelete
{ that ¢ nd soncentte

be taken,

lo decide what to do. ThEY point ou ; al

sion maker studies the information: pcnpla. ﬂmlri:;ﬂ:ll:':‘?;'::ﬂ: s chone lhnﬂlﬂhfﬂmf
yts from Lhest - '

p 1:‘“[]‘“.’

E:;;::;:‘_:“mﬂ and the possible out el
1“19;53};5 dynamic environment. creativity I8 vital In d'.:cmmr,:.,, 3 yvention s = guet.
ho:"hlth are used as synonyms to cre o i:: i
Preay Ndary', ete. Examples of creativity In dectsion ™ In E.':“"ml : put $Ince our
o0 of new methed, creation of ew markel, 5.
3a talent for unique c:ﬂmblﬂﬂuﬂ“ or unus'llﬂ]

wationship of
-+ action. By 5t
smerent resulls
;ﬂﬂr,m_"mus. qu

del to represent the system under study.

em solving and declsion making.

es for probl
ed later In this chapter
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fﬂ{:uf
approach to creativity is on concentrating on decislon 1n1ﬂ|'ill1!?.r Such g defjy,
broad. From a managerial perspec e, erealivity 1s the e nm-nlving of o nal
altematives Lo the solutlon of extsting problems. Some “'T“E'rf‘ have Alempreg s
between difTerent types of ereativiy; for example, viewing iun:nf:'IIInn' 8 S
‘synthesis’ as combining unrelated data into something new, “exten
boundanes on inmovation, and ‘duplication” as copying others, |Howey
really new, Rather all ereativity is synthesis, Undoubtedly, some synthe

Thus. frem deciston making point of view, creatlvity ean be thought of jn |
ideas which are unique to the solution of the problem under considerat

“Creative thinking is the process of bringing a problem before one's ming elearly
imagming, visualising, supposing, musing. contemplating, or the like, and

then q”ﬂ“ﬂflﬂg
an idea, concept, realisation, or piciure along new or unconventional lines, [t 1
study and reflection rather than action.™!? Pvey

Role of Creativity in Decision Making

Creativity is vital for decision making. whether it is organisational decision OT persgna
decision. One skill that significantly differentiates good decision makers from

Poor |s
rreatiity. The creativity is required (o develop alternatives, enrich possibilities, and imagine
consequences. The role of creativity is maximum In general Ing alternatives which can pe
considered for evaluation and choice. Refore a solution to a problem can be implemented, i¢

must be developed. A point often overlooked Is that any glven solution is only one of 3

nuraber of alternatives. In fact, there is no problem that has only one possible solution: and
no decision maker should approach a problem with the assumption that it has only one

solution. The concept of equilinality applies to problem solvi ng. Equifinality suggests that
final state can be reached from dilferent conditions and by a variety of paths. The decision

maker will be in a better position when he considers maximum alternatives through which
he ean solve the problem requirin

g decision, Since creative thinking 1s directed towards
REnEraUng new ideas, more altern:

itives can be found out through this Process.
Creativity Is reguired specially for solving problems whie

Such problems cannot be solved by known methods

-

I are non-repetitive and unique

and past experlence is not enough in

rrangement of recognised parts. or the

: sysiem Is oflen necessary to ind an acceptable solution.

Preferably, a manager should be able Lo create original Ideas himself: at a minimum, be
needs acumen in spolling good Ideas of other peo

ple.
Stages in Creative Process

Creativity is a very complex proc
of the clear blue sky for no app
and behavioural selentists beljeve that through s
are ceriain ldentiflable stages in creatjve Process.
preparation, incubsation, Wluminaton, and ver
will spell oul their role in Creativity.,

e85, People belleve (hat

il 13 "nﬂxl}}ﬂlnnhlu ﬂnd I.‘-EIIIEI:E -Ellll
arent reasons. [y

this Is not a good and valld explanatiof-
pecille process, creativity emerges. Ther®
These slages may be termed as sﬂhlfﬁums'
ficatlon. A brief description of these st

1. Saturation. While it may be trye |

hq'.l' 30me pe
certain that most important way lo g new Ideas

tis
may come just by the way butl
el right tdeas Jg to % 1

work on a bafling problem and

“John F. Mee, “The Creative Thinking Process - H ; iz " - 1956,
Reutew, January. ary
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nr

aller carelnl review ofawide range ol teporks on ereative aepp
el I'I' LR EFRT
i

‘:..I“'H‘Ip-
1 i
. L]l”‘

] - .
Flul'l'llw 1 I11""5'1 enerRie and origimnl mibed, v orden fo peorgantse or extepl bn
u . ] LLLNE)
¢t .|,|.1i1'|'|1' Wity must hawe ol tined aore i ordboaey maatery of the HFMH; Il1+-;FJ.r
i 15 ; v whi
o sense of what needs (o he done, and skill in the appropriate |||--H||1-|FI:'
all L

m-"”" el B sl T
ey | A5

Tt 5 : :
Aapr. 1 18 cRMt ntial that he is thoroughly conversant with the prol

Fo e it saturation SLIRE normally begins i thorough Gamlliarity l“rirn e
2 = af Ly " . |- ' s W I 'y

v, I8 nmportanee, N8 lantonship 1o other ports of e Inmirlrln.:.mlrll rlrrt:“
; " " . . AT § = " ¥

F-“.'l s will proY (el 11 TBERREL S instpehit by ldentifying the real problesm and he ll1

g < ] L] . . 5 "' r " a |
colution. IF the nunager s elearly awiare about the real |rrn|rlr‘lr|ihr- |:

pable *
104 aphfn 4 '
et ik 0 dircetion which may be very relevant for problem solutlon

2 Hlmw'ﬂlg‘: alone, no matter how complete, does not generate creathe frlens
- waker has lo E£0 through preparatlon stage al which he .!rl-*-: s urr;"]-r'
jon relating 1o the Fl'l.'lllﬂt'lll. He may reeall his past experienee anel alsa Ntody In-".;'

yould be recognised that something new does not come instantancansly or
Ation stage may last few minules, hours, days, or wreks, ot evenl

e ste il F

.F::rﬁll ht. The prcl‘.u‘tr_

:fT_ . Atthls slage, information must be mulled until what we might call mental digestion
%q.:'.ﬁ plare. puring this period, the person commenly sullers from anxiely anel [rustration

E prdﬂﬂ?" if the pmpaml!m\ stage lasts for very long. Al the preparation stage. creatlive
lker may deliberate about the problems with others. Deliberation usually Includes three
.~ [i analysis. (1f) building relationships and patlerns. and (] secking useful

or combinations. '

If no solution of problem I8 found out at the stage of preparation. the creative

- erenfl attempts 0 shelve the problem and to forget about it. He may engage himsell In

etivities totally unconnected with the problem: he may listen to music. go for other

| epainment, an he may shelve the problem consclonsly but 1t exists in

' ind. The dilference between consclous and subeon selous minds 1s that

_ tre of logieal thinking and people are awarc about it while the latter 15
‘ynknown bul engages continuously in generation of ideas for the solution of problem even
ynough people may not be aware about it During the process of incubation. the mind will
lwork subconsciously to create certain new ideas, This is 50 because a new ldea is ereated
in the subconscious mind after certaln amount of sorting and manipuliating af the multitude
‘ol information stored there. subconsclous mind can be mmpnrnd with computer In
‘compuier, certain input i stored which may he needed at a later stage. When any problem
s presented, the compulter manipulates the storeil informaltlon until the right combination
s reached. This new combination is different from any ol the data gtored In the computer

In the same way, the ncw combination may be gen::mird iy subeonscious milnd, However
there |s a difference between the two, While In compuier. the combination of data is based
on mathematical relationship, norma in the case of incubation

- lly called as programming,
In subconscious mind, there 1s less direct or on with the baslc ideas

- dclcnu!nnhlc connectl
- and relationship between new jdeas and data stored

15 nebulous.
4, Mumination, The illumination s5tag¢ of creativity I8 characterised by a flash of tnsight or
@ sudden spontaneous solution. If the previous slages o

[cicativity have been accomplished
Properly. the new data will be brought Lo mind. Many other jcleas will follow in quick order:
faster than what one’s memory can absorb or retain them:

5 |ncubation.
d so on. However.

e former is the cen

Many [lashes of ideas are lost,
tthers rejected ed for further analysls. Sometimes, many ideas may
Sjecten, WHUS etk it rctaér;hﬂ“t the pmblum consclously. There arc many cases

t
ome when one is not really thinkin
Preas, 1961, P- 9.

“Brewater Ghyaclin, The Creative Process, Berkelal University uf Callfarnia

i
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here many great (deas have come D the minds of creative thinkers
where many :

when th Py,
onsciously. ey
been engaged in thinking process const - hay,, "

s “ereative process and Involye

 fipal stage of ereative | B

CThis ts the Mnal stag e 1

s e Leyweartls the solution al the problem under uucly, Du”n mm“ﬂ

or applving the ldeas fows e I Xy oy,

nind sets about. by logival method or by exj Seatnn m I . rm"‘w‘“n

1l‘t's 1 I';-nlhu-n enpeested. Usually 4 check El.'l.i 1 role 1L|-.| .1H Y Feveals the peoy e ;l.l_,h-’

. “{ ; mime Lhe Ii-|-_-.-.'| conception af o iden. This la nelua y A very critieal . M[_ln ' amn

e § L“m:r new ideas ane worthless until “‘.I{.*}’ come Into ful i Lt i 0

rocess becaus C ; ‘ ‘

?nr consideration by those who can use them.

Creativity and Innovation

innovation can be generated through creative process. History of human Chvilisayy,, I
of innovation of different types. Technological Inventions have changed (he patiem of )
lwes. In the present globalised and competitive environment in which customery: ﬂmla!h&h
are inereasing dav-by day. every lorward -looking company s trying to say sfy Its Cusy i
needs in innovative ways. Innovation is the process of creallng and doip DEW thiy,
Evercll Rogers has defined innovation as "any product, service, or idea that js Percefye
new.”'" Thus, the idea may have a long history, but it Is Innovation to the Person whe 5::
it as new. Based on the nature of this newness, innovation is of three types: radieal, System
and tncremental. Rodieal innovation (s a major hreaklhrnugh as a result of ttchnnlug]uj
invention that offse1s indusiry as a whole. For example, Invention of microchips has chay
the face of computer industry—{rom large-sized punched-card-based to small-sized chips.
based computers with much mere memory and data processing. Systems Innovatie
creales a new [unctionality by assembling parts in new ways. For example. creation o
automobile engine was radical innovation and became a systems innovation when it wes
combined with bicyles (o ereate different types of two-wheeler. Incremental Innovation s
the technical improvement and extends the applications of radical and syslems (nnovations
Incremental innovations foree organisations Lo continuously improve thelr products and
services and Keep abreast or ahead of the competition. In managing Innovations, there are
two types of strategic Issues involved:
l. Innovation generation, and

2. Innevation diffusion.

Innovation Generation

Innovation generation, whether radieal

syslems, or incremental, involves four stages: |
1. Hdentification of need for iInnovation
2. Ildea Renerallon,

3. ldea evaluation, and
4. liden selection,

Al each of hege Slages,

I8sues Inyg)
L. Identification volved are different.

of Ne

relevance. In faeq alrt::'::z: novation, An Innovation Is not useful unless It has socl?
make {he human life bkl Cgleal inven u&nﬁ-——rﬂdl':nl Innovations—have taken Flﬂﬂ
15 going 1o change 1he L'-'I:rr'l;.j f““rﬂfﬂm. the first 1ssye 1 any Innovation is to Ident!fy heW
Rnovation should be ppg a4 e In an erganisationag context, the id mun cation of need fﬂdf
their needs are PHme I'um:f P “reating valye tq T Sis an

E SI0an Innavatgn, o omers. Therefore, the customer?
W :

la]
EON 6 Innoat g, New York: Pree oo
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on. At the level of iden generation for innovation, an excrelse is undertaken

Generatd
[ded the way through which the necds of the soclely {customers In the case of a

4
o find oY Aot satisfied. Since this involves creativity. several methods may be used

n:‘;lt}*:’:‘g rainstorming, Delphi technique, market research, intuitions and hunches, and
&1l by

on, The emphass &t {his stage Is to generate as many Ideas as possible without restricting
-L:r '
ihe relevance of an idea.

5. [dea Evaluation. After the generation of ideas through various sources, these ldeas are
syaluated against the set critera. These criteria may be set either nbjecuwiy based on
ceriain parameters such as avallability of resources for implementing innovations or
subjectively based on personal preferences. Since the idea evaluation proceeds through a
aumber of stages in sequence, evaluative criteria should be fixed for all such stages.

4. Idea Selection. After evaluation of various ideas, a particular idea is selected which
meets the evaluative criteria most. Further activities take place for putting the innovation

in operation.
Innovation Diffusion

Innovation diffusion involves adoption of innovation. Rogers has defined innovation diffusion
as “a process of spreading a new idea from ILs source of invention or creation to its ultimate
users or adopters.™® The process of innovation diffusion involves the following steps:

l. Awareness about Innovation if It has taken place outside the organisation, for
example, awareness about invention of a new technology:
2. Evaluation of approprialencss of innovation. that 1s. to find out whether the

innovaticn adoption contributes positively;
3 Trial of Innovation to check its feasibility: and
4. Adoption of Innovation as the part of the organisation,
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-1l o RN L = Cormanisingg, 1 s nellcial 1o he e
:l-l"rﬁuwj parerehAes ably Hous issucs ol TR . AF dbryy

amd S

Fl'l
1o dealing will vi
ani=ing.
organisation arud omgan
4

Concept of Organisation and Organising
ﬂ L

+ s used in many ways and In .;m;lh tl.rﬂ}'. the users use it in 3 5o,
{1 w1y | o Hﬂ1!‘-ﬂlm‘ﬂ = I L - l at: Hhmr
- Fﬁ. }'u:— exampic. Lyndall Urwick has observ

rpelErToICT RN .

. in the USA. the term organisation b
-1 English-speaking muﬁiﬂii-q‘;“:d]:;:;i“;::ﬂ:?;mmpmmm, Firsl. there Is the Meaning
sern popilar mEanings ':'tT :ﬂ"‘w ol employed by the so-called classicists of managemers.
or usage In u.h::jh thl‘.‘c :;f the term organisation which is very general particulasly in the
.‘lf: ':]:J:I ;T:; :In :‘.:::aﬂt Britain. This 15 Synonymaous for the corpeoration or undertaiing

e husnan group regarded as a whele. Thus. these usages of the same term are incompatdhle
is obnious.”'

=2y be mentioned here that the classicists have used the term organisation in the
form of orparusing which Is a part of management process. Presently. the term onganisatien
s wsed 1n the (ollowing ways with or without prefix or suffix:
1 ascntity.
as group of people,
as structure, and

as process

aw B8 el

] §
Must Irequent yse of the term o
HE & Wy

e Hiee rompay FRANIsatlon Is as an entity and 1t 18 referred to as mtrr;ﬂ::
' & JITIEEAT] . : ] #
Sefined us uuﬂ'"‘-‘ﬂi:f '}1‘1; “: !;;]?:::J::lmn. partnership N, ete. In this form. or gnnlsﬂlh

T achleving common objectives. Willlam Scolt has defined
Urganisatbuny wre cullectivities of

Pl ely sperifie

eCllves o g |1-|P",:|nlmt= that have been established for the pursult ’

0
re or less on rontinuous basts, "2

: aiol
i S Organisation Is an identinable ﬂﬂﬂﬁﬂmﬂd
AEEregal o ey : n‘-f"lum. bui eause human group s not merely @ nutt

Lymes W the indyyyg F'r PEIsons who are interrelated. dentll
YA F Ursgeg Thar uals kg each oth all bﬂ‘ﬂﬂ-uﬁt.
Uliamy [ Beg iy Whir gy nrﬂnlnum c €r person Y

60 Rand Mengyy, a“rgmunauu,,,'.":n‘"“"ﬁ';m_a of Me,
+ P 488, ; bheny g

-:'gu:rnehr. Review, January 1976, PP E}ﬂ[@- B
P PIITS ed,), Handbook of Moderm
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vid
disciplining aﬂtcmctﬂ co
This may ¥ re is A ratfonality in

cifled noTm s andd
dividua

. hul QIME Kl
e mplete S

sation also provide
aracteristics difle
community, family.
ait. tend to be large
of thedr managemen
hierarchics which pres
every organisation, laTge
brl‘u:ﬁL'L'n decision centres an
more dificull.

Organisation as Group of People

and complex.

When organisation Is deflned

i - le, w
di ed earlier or any part of it. For exampie, e
r;{g::l 15:va.nuu5 groups of people in an organisation who create thesc grﬂup.s u? ﬂ:::r ownto
satisfy their social necds. When organisation Is referred o as a group ol people. !'E mostly
referred 1o as different groups created efther form ally or informally. In this lorm, an

organisation has the following [eatures:

1. An organisation always refers Lo people.

2. The organisation is composed of p

3. The interactions are specified by some sort of structure. that is. who will interacl

with whotm.

4. The Interactions are meant to achieve some sort of objectives.

Orgenisation as Structure

ﬂfﬂgﬂiﬁ-huﬂfn Is also referred to in the context of structure which prescribes the relationship
among individuals and positions that they hold.

these relationships are prescribed. Structure ten
Provision of incorporating changes whenever
todenote organisation |5 not used independ

either in the form of organisation structy
Organisation as Process

*tll:uslcal theorists have yg
Egmugh which Organisation
4 process, mgre confusion has been

ConieExt, {he lerm
o
Process, (f (s hmﬂ'ﬁal'llsaunn is

eall i l.':nri!1:|1=“-|,|E=.|“‘E ih
'|1lf:II:'|:.=;!:;r con 5!51;-1 af

Eﬂ ul': & 0

Lhe 'ﬂ-“uwing

of authority is essential for coordination in
ell-discipline and

s and every member of the organisation |5,
s or standards. The behaviour IS governeq h;rl:?ﬁi

rm

ation which

4 undesirable oneis penalised. To enforee 13 +The
e 5 way lor substitution of its members, N}

renliate an organisation from other soclal units g

L.
sl rﬂemshguﬁfgaracmnsﬂﬂﬁ are important from the poiny of

e organisation.
. Lnn?sl:;'nﬂe specific problems besides the usual ones assoclated yy,

in the form of Increased d
_gych problems may be
or 5;‘:::..31 np:ﬁativc levels. This feature makes the coordinatyy,

as a group of people. It may be deflined either as an entity as

siné
5mmumstrrgamaaum in the form of process of organt

Created in

rather ng Organ

ron |

Eh which Organisation st
:lfments:

Pringciples and P'WEEquM

e,

i tivities
eoordination of ac or behavigy,
siandards of behaviour: such norme of E&“‘r

ey,

complete autocracy.,

acts as a binding force on its m Ay

iy

etr. However, modern organisations, t

the members are arranged in a numpy, y

hen we refer Lo informal organisation, we

eople who interact among themselves.

in which

There may be different ways with 3

ds o be somewhat permanent
required. However, the use of the term3
ently but 1s combined with the term @

e or structure of organisation.

eated. Because of the use of the term
management |jterature. In the Py
to as entity. Whenever it 15 U )
satlon. In this part of the texl. ﬂcﬂ 3
uciyure 1g dfﬂlgﬂﬂd. D'Tgﬂﬂisi“g’ b

F{eg:ﬂ'
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WH‘F‘-‘
id entation. The first basle element In organising s the partment
_ﬂr;nuﬂ rl-:pnrlnlt?ntm divislona, and secllons ln ardep ta par
i .;mi‘- ! o Hﬂm"._..gl For erealing departiments, il s neCessary | I.rlr-mu,,- Uhirve e
ef st mance would lead to the nehilevement of organisat o) nlllm-l'l-.-r-l-: 1:1 i
|'r_|'-1_‘ pet r i aclivitics and growpling them nto depsortonents, it s R :;.:!F
it thﬂg E‘-"R-q“w activities are performed, (2) there (s no el it o iy S 1-:!
lﬂl i (e 1 m.rltlr-!*- and (3) activities are perlormed ooa syebromised and ¢ I'.H'r[l!hl;.'.h.;! _”';I;
v gaary " e thil cmerpges because of grouplng ol activities anrl ARG these 1o
il el l.‘-'-F"IH. deterin.tion ol span ol management, thal Is, how many Inedivielisals sheule
als e {irect supervision ol o superlor manager. Varlous ssucs Invalved In
an of management will be discussed in Chapter 12,

wllen, that .,
lorm varing.

o gnder the
be b pentation and sp
depart ents. Aller creatng different depariments (these may Le called divisiens,
£ pesides departments as all these emerge from grouplng of activities) the next
rlion®: ﬂc&ﬁ:fﬂ the management {5 (o decide how various depariments of the organisation
..g.urﬂ“m:s d together so that they operate In a coordinated manner The way these
qill be linke re linked together gives shape to overall organisation stricture. Since there
: ..u|m:nl5‘:;afs in which activities are grouped and linked, there are different forms of

tructure which wili be d'scussed In Chapter 13.

| ﬂﬁlﬂtfﬂ”l
;qrgamf.auun 5
g Authority and Resp onsibility. When a particular activity or group of activities
" od to an individual, he becomes responsibile for the performance of those acuvities
i discharge this responsibility properly only when he has correspaonding authority
::,:;Lre he needs authority which comes to him through the process of delegation. This

| sspect will be discussed in Chapter 14.

' thority Relationships. Since every Individual who [unctions in the
:;;ﬂl:lsﬁ::nnr r::ras some authority, there is need for prescribing ;mthartt;
relationships among different individuals and departments in which they functien Suc
authority relationships may be in different forms because a particular acuvity ulult;:
crgamsation is related to other activities in different forms. This aspect of organising wi

discussed in Chapter 15. —

Vanpus elements of erganising donot show similar patlerns in all ':argu:ﬂml;lﬂnsi i 1;:1

two o.gamisations may riot be similar. Further, a particular erganisation does no .n__m. g
the same aver the period of time. Therelore. a particular structure is not :mi{q!.-nltlr::‘-.:;T

| erganisations or for the same organisallon Over the period of time. Thus, mﬂil isn tmt'

designing structure according to the requirements of an organisation. In order to l'lllII:'l‘."“

these requirements, either managers may go through the process ol Mpﬂ-"“ﬂ;l-dim-t:iw m

5, irlal and error which is a costly afTalr or base thelr decisions on the previousiy i.ll‘.:'k £ T._]t ;

theoretical framework. Organisation theory provides some l.r'talglnt:- ;t_l.uiul:l 11:-1 'E:.::m 11,:
URanisation structure by providing theoretical [ramework. Thert fore, 1t 15 destre ¢

through this theory.

E“"lﬂf:pt of Organisation Theory

i 'Qewptx”. meaning theoria,
The word 4 aning is derived from Greek wort] 'Qewplx’. me m1 :
thay is ]nﬁ:f:gl:j;ﬂc:ﬁﬁtfge or cgntemplﬂung- Thits, theory [s s:,':tlr:ltlllllr grouping of

; Mt are belleved to be truths
| truths, or what are d
lated principles. Principles are fundamenta s s oy

"l a given time, explaining relationships between hwo { and dependent variables. From

clen
Usically explains the relationship between indepen heory as follows:

s point of view, Rudner has defined the concept of t p—
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”
"Thr.mr l.‘ a !j'!'-l H'““IIT'“.“'I.‘ lr]‘-“ r-ll e 1!' 1] II1F‘TIIFI'H!. I”rh |I'I.|"-“ Wi e htw rlkj. w nm'
that I ﬁn:[‘il.l‘h.'ﬂ'lh' iesialle sl e sorl il sy sternndie relatedness i theeliietjye reln |:I'l||r

"heny

Appiving the concept of theory fn organisation theary, It ean bie define A% |y

; Id ep ol organiantion n .-:\:pl.:l”'t Fiew el eanm gre e |1l:rlj- - ITl...I?*
structure and deslgn of orgs . srtieted | ¥ rie |
ind offers suggestions on how They can be connin " mproyr Tlan), e,

% . it I the coneepl ¢ I
elleciiveness Tost has added one more dimenston neept of “TE-‘”“'”IIIF.-” 1h,¢“'*

and that 1s the analvsis of human behaviour in interrelationn. He defjneq O Ran, 7

Ingyy,
theary as '

2 wet of Interrelated construets feeneepts), dedinitions. aml propositions thag Pre%ary
sywtematie view of behavtour of individuals, groupa, and subgroaps Interacting .,;1_'
relativel patiemed sequence of activhy, the intent of which |a foal IHJ"!'!‘.I"THI_'I -

This definition emphasises the study of human behaviour as Ineliviciz) Broup, 5.
subgroap However, this study is limited in the context ol Interactions anly. Thys h"-'ha-rr;_,‘ g
in genemal. do not fall wathin the pumview of organisation theory. This .'|n:|ll',r'z:|¢|.ﬁ-l’lnTJ'-‘ﬁm:lln:a-.‘|I
behavious s necessary i understanding the dynamies of organisationa) design i_j
sirreture The vanous features of organisation theory can be presented below- :

I The use of the term ‘theory' In the phmsc ‘organisat|on theury” does nat quite
ith s meaning to the philosophy of sclence. The reason Is that various en
and poestulates in organisation theory do nol meet the requirement of a theory, A
best. organisation theory contains various fermulations dealing with crganisatices
phenomena. But there has been a general application of phrase ‘organisation theory
to the vanous formulations which deal with the organisallonal phenomena, 4
Organisation theory can be treated as a macro examination of organisation becauss
it analyses the whole organisation as a unit. Thus, it {s different from organisitien
behaviour which deals with micro aspect of human behaviour in the Organisation

3 Orpanisation theory prescribes relationshipa mong variables in the organisation. It s
a =ct ol vanables describing the parameters of organisation and contalns series of 1f._
then' statements which predict the effect of certaln structural arrangements ca
“pertormance and behaviour of haman belngs In the organisation. Thus, it is differest
lrom ‘management theary' which s basieally a theory of practice Interested in facts

and saund prnciples, It preseribes what to da (o accomplish a desired outcome.
Organisation theory has been elassifled Into three groups: classical, neoclassical, and
moudern: though such a classtlication may not he universal and suitable for all time @
cone. For sxample, what s modern theary today miay nol be moddern lor tomormow, Howeves.
this elassilication serves certan purpose, that s, the analysis of organisations from differsnt
Viewpuints The classification s based on the nature nl'eirgu|||:+-.um|~.5_31m¢mn-_ process,
and mterdependence—s pereelved by varous seholars engagad in the development of the
fie=ld o] LR erabsmlien 1l ey J':.’j.lj'l i Ilid'.*;l.f =il I'H[“ 15 represens i h.H“ Lrsade 'Flﬂll.'ll Wl .|_|_tl|"|.._|_|'[|..|.|T
for enquiry of Crganisation; each has o se of value jurdgements aud blases which aflects
the manner i whieh the R Esal e s wipk I berent theories vtilise dillerent ausul:llpu'-‘ﬂs

abou the needs peaple wish 1o satls| A
how organisations ean be made more rfl’tr‘l]ﬁ: PR Yot et aktecy

CLASSICAL ORGANISATION THEORY

The term ‘classical mMeans so
theory is the beginning of 1}

(=]

mething tradittonally accepted or long established. The classicd
¢ systemalic study of organisations. The classical writers have
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M,
superfor-subordinate relationships in the organisation. Functiony) Proces Q"""'1».,,"

¥ B - n
division of organisation fnto specialised parts n:.‘.[j E:—E E:T:H::T : |I1F:..l~r1 ili! > e pang :n::;p"' oy,
units. Thus, cach unit of the -.\rn-'llﬂll"-i“'“" 4 }_“ i Wy differen, thay, '*fhh,“#
example, marketing unit ts diflerent [Fom sk ”-I|I| i | 2 i while seqly, IJr:II”I v,
with the vertical growth of the organtsatior, I."".‘ I“‘!-: .|;:rn: CHRCY fire *’“jﬂ".ﬂ,:h‘""‘q;
cach otlier: superior-subordinate positions are Greanec N variogy

ey 1
smils 5 il g
functions, There are live hasie components of scalar and fune M

It " oy
s T 1
departmentation, coordination by hierarchy. unity ol command, deleg, lon m!'J a:‘;;m‘

L

and line and stafl relationships. Ay

F,
“I

() Departmentation. Division of work or speclalisation Is usually Aceomplishey

departmentation. Departmentation s the process of dividing the work of the g, ™%
into various units or departments. The basic problem ol departmentation | lg Hﬂ“*ﬂ
the wavs in which 1o group the tasks Inte individual jobs or lo group |mg it 4
administrative units, to group units into larger unils, and finally o establisy :1;1
department at the top level so that costs involved In carrylng out these “"EMIHLI:.E

works are minimum.

[b) Coordination by Hiercrchy. With jobs speclalised and divided among units, ¢
becomes necessary. Coordination can be achieved mainly through hlerarchy or chain
command. The chain of command principle implies that every one [rom bottom (g the tz
should have a superior to whom he Is acco untable. Therelore, coordination can be athieyed
in a better way if this chain of command is defined properly In the erganisation.

(el Uniny of Cormmand. Unity of command, as discussed in Chapter 2, means that a persey
in the orpanisation should receive orders (rom only one superior. The more completely a
individual has a reporting relationship 1o a single superior, the less is the problem of conllin
in instructions and greater Is Lthe feeling of personal responsibility for resulls.

|} Delegation of Authoriny. Since assignment ol activity lo a person makes him responsible
lor achieving the results, he should be delegated authorily to carry sut his work. Delegation
of authority means authorisation to an individual for making decisions. Through the process

of delegation and redelegation, the authorlty |s distributed at varous points In the
organisation.

le} Line and Staff Relattonships. Classical theory differentiates between line and st
relationships, Line relatonship exists between superior and his subordinate In which #
supernior can direct the activities of his subordinate. He ean give order and gybordinaic
obliged 1o carry out the order. On the other hand, staff relationship Involves tendering &¢
Eﬂﬂm IEr stall r.I:'I‘-\'I'.TEDﬁI'IEI te line managers. It 1s nol ol Igalory on the line managers to carmy
= work according Lo the advice. Line and stafl [ the funclié

Peoocsin e brgninaion; relationships exist because @

3. Structure. Slrscture
acuvites, and people In
of the Indviduals and

is thf r]'ﬂl'l'lﬂlul'nﬂ{ ﬂrih: run“ﬂj rtlauunah IP-"‘ H_rnﬂnn \iﬂ_ﬂﬂu! tﬁ
the organisation. Organisation structure determines the efif

henee of the organisation, Therelore, there should be
gl;n:u:l::r:ﬁr; :ﬂh: basle structural element In the classical theory Is the PO-’“'IT;
behaviour for the h::.l..r:guprﬂr several expectalions that others hold about the ﬂppl’ﬂF""‘F‘j
i various ways— hﬂm; ol the position. Vartous positions In the organisation arc gre edd
R R g D:llalll}'. vertically, or both. Bach position holder Is then Mua:d i
on the distribution of % la perform organisational functions In a certaln Way- Dep® 4 of
decentrallserd. In the cas organisatlon structure may be central®e oy

n. authority is concentrated in the higher

auth ority, the
¢ ol centralisatio
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! ﬂn{flplﬂﬂ do not he‘ﬂﬂmﬂ sim

he Ply a part af tl

att . been done with af the deflnitio

P i i has no . any consisteney, the varioua cla n of an organisation.
..-.f‘ff-rﬂl'b' vac ot el eical principles beeome
AT picisms ol © assieal

a crl theory should not lend one 1o feel that 1t does off

' 8 olfer any

i 1‘.“.Iﬂﬂ_--|1r=.t action for o

nce 1o e hev have TEanising, In fmel many of the ¢

A (jowever, they have only Wmilted applie Thse s i
Pplleations. Therefore, managers should bear

'I'*'j I P Iving these o e -
e Ry D € concepts, For exomple, Seoll has nbaerved that
e T el

el “_[ “1'“

i ,ild not be fair 1o say that the elassien)

il Wi
sebwnl s unaware of the flf—'l‘-'-lf:l-ﬂn:,r

i 11._.“.1.',-{ I‘In]]ﬂ{‘]l'l-"i of 1the or ey
;h!l:ﬂﬂ-'!‘ panisatlon. Classieal organ 5 reles
[ St L rgarisation theary has rel
- =lrrant

1_ L¥
psighis into the nature of organisation, bhut 1he value of this the |
AarTow concentraticn on the formal anatomy of srdanine hm'-“ ory Is limited by ita

5CLASSICAL ORGANISATION THEORY

(e neoctassical theory has developed as a reaction to rationality and efficlency obses

T ohe Ljassical theory which [alled to recognise the significance of the fm a:;{ Zi' h en
: ngs o grgmlsatinn structure. Neoclassical theory has started its dwaln:ment I'rn;mﬂ:::
famous Hawthome Experiments. Afterwards, many contributions have been
L3ied 10 the field. The essence of neoclassical theory 1s contalned in two points: (4
:_;a-u-.sauﬂﬂﬂl situation should be viewed in social as well as in economic and technical
oms; and (i the social process of group behaviour can be understood in terms of clintcal

n=hod analogous to the doctor's diagnosis of human organism. The neoclassical theory
phasises the lask cf complementing for some ol the deliclencies In classical theory. This
=kes the postulates of classical model and modifies them to suit the needs of human
hemgs in the organisation. Since the theory suggests only modifications in the basic
sestulates of classifical theory. it is referred to as neoclassical theory. The main propositions

o neoclassical theory are as follows:

|. The crganisation is a social system.
The social environment of the job affects people and Is also affected by them and net

by management alone.
Informal organisation also exists within the formal organisation and it affects and
is alfected by the formal organisation.
4. Human being is not totally rational and his behaviour can be predicted in terms o1
social and psychological factors.

5. Human being has diverse motivatlo
needs.

qual and organisationd

.:_n:!_]ﬂ;_i l:lf

Ly =

nal pattern and tries to fulll different types of

| objectives which

6. Often there Is a conflict between indivi metapim s
increases the importance of integration hetween IndlVIGHEEs %
; ; mation necessary for organisa

t carries inlor

Iings and sen ple who work in the
n

7. as |
Communication is necessary yments of peo

functloning and conveys the fee
organisation.
8. Team-work is essential for

automatically but has to be ac

1s not achieved
cn'[}lﬂ. Thls
EIII'.I'D“g P z [ﬂEI.Eh-

ration
coope ah i vy cal

hieved throu
1961,
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Neoclassical Theory and nrgmllnllﬂﬂll Deslgn

sation should be ey
. ry, the angant Sgned gy,
AcRaICIng 1o neoe m“tr;::.”:r:r'lln- theory 8 disenssod nhoye, The hh:ll hn,hr
o sic posiuiane: ey Ve . . |
i IIE m‘::* lllrﬂtqll:ﬁrn* fe on Nat structure, decentrallsation, ang |.'-rrJ1.-'|.--|rmr”"'ll"rmm!wF
neoclassiea v s

'

Foollers o e | iy
; e hal thig theory illlopysy fve ity
anlsation. It can be scen N iy AR ; ; T g
:m-a.nl-:.1um:-unn'u|rr For example, “-““I‘“‘”“i“":]“:l" ”{-Hfl'dnul'mnltul Ly -:-rrrl""‘lr:_
nﬂm;l'ﬁl-[' span af conirol 1 j:l'l.'[" Mot strachure ll‘ill;- 1er than na rreyiy Sy ol o r"'m Irph“,..‘;
AL L . :
i tall strecture as envisaged By the classieal theary ""r'}*-;
1. Flat Structure. Neoclassical theory suggests flal structure ag dgalnsy ;) sl
"'.';.-r-rlm;.lrlﬂ-- feel that tall structure s against the human belnpa. | 511 gy imh'l"'

following problems: communication problem beeause of Increpsed {JI:I'I'ctl_-nllalF-nn |:.“Tﬁ ke
dectston makers and implementers, lack of motlvation to prople, and heing L — e,
toa many levels are added In the organisation. As agalnst this, fa SLPue|ype '-'-flthilu
span of control is more sultable for motivating human belngs | the OrBanfagy,,
communication chain is shorter; and It Is [ree [rom hierarchical contro) Y

2. Decentralisation. Neoclassical theory suggests decerttralisatioy jp Organjy
structure. Decentralisation Is closely related to Nat structure as wide span urmm"‘“‘j
result in horizontal increase of people. The decentralised slructure offers vﬂﬂmﬁad-mu;“

and Is in accordance with the various characteristics of human beings g ldentifieq by the
nepclassisists.

3. Informal Organisation. A major departure of neoclassical theory from (he clastiy
theory is that the former recognises that in every formal organisation, Informal Organisation
alse exists. Formal organisation structure TEpresents as closely as possible the dedibergs
intention of its framers for the purpose of Interactions that are expecied to take pla
2mong Ils members. The Informal organisation, on the other hand, Is created because o
the limitations of the formal organisation to fulfil the members' needs, particularly the
psychological needs. [n an organisation, the behaviour of members (s determined wik
interaction of formal and Informal o rganisations. Since manager cannot control the informa
erganisation, he should make the best use of this in achicving the organisational objectives

Appraisal of Fleoclassicnl Theory

Neoclassical theory has given a new dimension to the design and management of the
OTEanisation. It has recognised such important factors which were almost Ignored by classicl
theory like informal Organisation. informal leader, Broup norms, non-economic mothatkr.
imational behaviour, and so on. Al these factors are Important in understanding ¢

Oreanisalional behaviour Thus, neaclassical theory has tried to overcome many of !
deflciencies of classical theory.,

u Ehzﬁﬁ]"":';zﬂl theory, however, is not free from shorteomings, It suffers from mmﬂﬁﬁr
atas dltdlf—l: | PErspective, and Jack of Integration among varlous facets of human I:'t'“:mﬁ "
a toal for - has been criticised by many and crilicisms range from ‘human ”I:: e
-ﬂﬂ'tmmna“éml Puppetecring of People’ to *human relatlons 1s no more than a '";;‘“mpl
& may 5 i ;E;:rtluu Information. fact, neoelassieal theory has been called
® U Neoclassica) theory are as follows: sl

New theory a0 3]':]‘?1'1’ lacks ungfed #Pproach of organisation theory. In rnﬂ.;d]ﬂfl”"n

at actually hag | ] is merely m ith
of class|caj een done In this theory 1s W
Wﬁamsaunn;nnﬁfla and models, Therefore, 1t 1a merely E"""‘ET,,, Thu®
Mmodificallon raghe, than organsational transforma

a.
°r% from the same problems as classtcal theory 4o°
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. flhere are H-Iirll]'.l conilicts ¥ Inr”l-.: Fie by
AT

.,1!:-.J,E=1=I.|111i e OF yamilsation.

W T the @ apisation {hat e struetural and not mere

L ]Hlﬁ not Leen dealt adequately. rely payehologeal
res a0 formats of organisatlons glven by neoclassicists a

1 Smn-.lmns. it 1s true thal while designing an ﬁﬁam.? net

a he B to the characteristics of peaple working -:h::

jsation structure may have Its own lions in the

anistic orgarn
guﬂah!e nrgamsultun siructure 15 one which takes care of

alfect the urg_nniﬂtlnnal functiening and people may be

a al
a ;

C ation hhmﬂ
A€ et hunl
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netructive. [t s necasd
of varicss

ches. thou gh both of them are

=zt 1D be
od systems appruach
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base, its reliance on empl
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is the only
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h‘h . Sinet
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" Uon is
a system, it contains ¥ o and N¢ parts Jard
;uh“l-;ﬂe; objectives, processes roles. Etr“cmnsstﬂ}’ e (hat 87 " ﬂ:rrﬂ‘d
: % ol the organisation consttute the mul grhch'“"ﬂr kﬂﬂ‘m ad
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behavieur. Since variables are ““rllllllr Hlnl-' ::-Iltll::rHlTlllnllllrlnul':'r;"ll'; ”{ ““rm'ﬂ b ;
S 5 iiilnes L1 (] 1 v w310 Ariy . 3
0 Ehe. Stemn. eanmpl 46 (e Iy, the lipact on other sulayng Yo Whey Aty "oy
stibsysiemn falls to fonetlion Praspseni | nms s I""rl-.“ iy,
1
affect= the total ergani=at hin te iy
I an organisation system ihere are v.-llllmt.'l'l w:u,;: ol r~]sm1lf'|.rlnq by,
T WA ayelem, e |
example. each unit of the erganisation = a = ”r ; I ||I I.ﬂ:. " another way, ¢ gy
i i 8 il T
cphsveterms which may be fomd n e i T tlomad il ”“frllrlr{ll,.- there e, 1r,,1
spbsystems i e arganisation arvl Tuwwe Deen elimsilled in '"”"‘F“l‘]l Wirys ; Y,
- H ol (L L ' o 'n'.q-. k

Setler has identified lonr companents in an organiantlon syate h“'lmn ML,
ievhnolomeal s orranisational Tnpals, aned seeclod nlruectare and norme F?*'I-'l'.
Rosenrwriy have tdentified fve subsystenes: poals aoel valie ﬂljllﬂ‘j.fhlp-nl_ T"'l'rr;:-r:lr
subsist e fechnical subsvstem, struehnral subsystem, nned managerial iy .
and Yanousas have tdentilied fhres I*u'||1+5'-"-f||"'-|1"IZ'I1.'-I' techniboal m 'h‘“}'“”'ll'l. el ‘mh:... ~&rye
and pewrr subsvsiem The tolality of these subsystems with thelr Inlt-rr:nnn._-..-”nn"*:'
tp the sistem of opanisation " However, within these subsystems, manageria) ﬂuhq:-' .
should also be added =0 thal manngerial aspeet is glven due emphasis | dralmu‘::
arganisation structure.

1. Technical Subsystem. Technical subsystem Is a vehicle for eonduet of work in .

erganisation. [t refers to the knowledge required for the performance of tasks, mc]u.-_rim l;
rechniques used in the transformation of Inputs Into outputs. The basic COMponent urt.*:
irchnucal subsystem is a group of tasks of activities that can be performed by an Lndj.,ﬂm'j'
In performing the task. the individual has to play a role Involving deciston Making
communicaton. and other actions which relate him with other parts of the organisas-

Behaviour in the technical subsystem is governed by rules, procedures. palicies, and gther
prescniplons. The basic purpose of the behaviour regulation is to make sure that Jobs an
periormed as planned and to stabilise hehaviour s0 that organisation’s members may
develop reasonable expectations of others' work behaviour In the organisation. -

Technical subsystem, thus, constitutes (he formal arrangement of the functions.
relationships, and behaviour. However, behaviour in the organisation is not explained fully
by the techrieal subsystem alone beem e there §s a fundamental confliet between indvidul
and the organisation s¥stem resulting from the demand made by the system and the
Indmidual expectancies regarding the worle he has (g perform. Thus, Individual behaviour

Is mudified by the extstence of LT R '
: _ al subsystem. Unless this aspect is taken into account.
behaviour eannot be predicled properiy . -

idm]mntem. Every orpanisation ha
e bfr:n:F; llﬂllr:f-_;r.-sr-llun. When people are sel to perform their tasks, thet
formal basis but are :‘J;HrrT.il r;l:r.r,'"r"']“f“*- These relatfonships are not pattemed o
i ot ar J;, llh-rjl-m“w .”l lhr:_-u: Inlormal relationships, there may e
of behaviour from 1. u:u:l;rlnhﬂ.w.h-i:ll'miul (e tnformal organtsation cxpects certain ﬂmuT
satlsfaction they hope o derys i I.“r"wd”“f“ hawe expectanctes of payehologed

Irom wasoeimtion with others on the job, Both thes€

‘Their N act 0
Ih persoralty factors on Broup norms PeCts of Individuals because of the Impact

"t

L=+

the.

8 a soclal subsystem which is composed o

James B, awious Hom . 967
York: MeGraw-Hi1] - Rosengweyy =wood, Ill.: Richward D lrwin. 1
Bocon Gl . 1874 % Organtsation ang Management; A Systems Approach V"
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EuM?ﬂwm.1lt1ilr}r1 ﬂrhu“lﬂl‘:un“ has i power subsystem and people In 1}
3 Fﬂ“_"qmm-lu1u.n11t thelr behavionr thirongh the power relattonship, pe P e i
G st op oleTS v achieve desired resaltsa. Power distribation Tl. ;"-'.mr okt
. ; i the arganisation 15

il R L PR 1) :
il nil and prafermal. That i why some people are more prwerinl in the arganisatl
rganisation

. y g T i
o people A% powerless in splle ol secupying the simllin power cent P
: R : : 'r cenires. Power
<o 1 pporiinnt 1o e torn i dectston into seton in the organisation ©f
b oty ol powtt centres I the organisation hecause peopl i Ii I'.n el
el e g - *aspiring lor power have
- 1h- & h P - w w
¢ denrees of success as they have varying degrees of control on the m--wrza by which

qver can be acquired such as lormal position, |ob imponance, expertise, personal

the s & alition o ,
L.l-_nr-'-*'“'“m" <. and co il n of individuals o the organtsation

Hln‘gcﬂﬂl Euhsfstt:?:u. When organlsational unils are arranged and operated a4 a
ﬂ‘?:{ a. cachi subsystem is viewed as a distinel entily and its relatlonship or contribution
o the next jevel in the hierarchical structure is programmer] and measured, but always in
;ﬁiﬁ.rmu{m of total system. Since arganisations are deliberate and purposive creations.
thell management should lead towards the realisation of thelr objectives. Managemen! ofa
aysier involves two processess; operation and review and control. Operation refers to
compersion of imputs into outpults, commeonly known as transformation or conversion procsss
iputs May e in the form of infonnation, malerials, and energy. These (nputs are allocated
Jcording to plan. However. the distribution of these inputs is also affected by social
subsystem and power subsystem, more by the latter one. Operation of a system require=
comme sort of review and contro! to make it sure that it 1s going as It has been planned. If
there is any discrepancy. this is overenme so thal results are as planned.

since an organisation has various subsystems, these should be linked properly so that
the agrganisation can work as an entity. The way an prganisatlon moves towards s
rquilibrium depends on the functional connectedness of its vanous parts. Succeasful
working of the whole system requires two conditions: (i) enough connectedness amMens
various parts of the subsysiems so that pperation of asubsysiem catl activate another and
contnbutions of all can contribute to the whole: (i) cnougth separation of the suhsysLems 30
that some specialisation of functions 13 possible and equilibrium can be achieved in e
system as a whole, Various parts of the organisation are Inh:r!iul-u‘tl‘ T‘Z"‘_ r:eruun -“-‘Emhﬁ
Enown as linking process. Basically {here are iliree Hnl{l.u%: |:nn1n~5.-:t'::.. 1.”-:~|1'|t1umh?..mnn.
decision, and balance. Communicittion as Hnking process & ples the .1:_ l..u. .u’.mn in 5: u‘r:a;m
Parts of the organisation. [ also works a8 control and 1'-.'|ﬂ-r1:"li|1.:|.tl.unl!1 :an ':'..ulu.-:u'l 11:1 \1.: mL ': ‘E:
various decision centres 10 the nrp,;mlﬁnllnn s0 ns o H}'h:;hn::il::; thetr tu!'u.ltln:l:n}-ln {1 r :“ ‘:.1 :-“:1
Parts of the organtsation interact among themselves through commueatic :

: i St alterative bosed] o sonmee critenia
! Jee s L :l_||_'1|_l“L“|”‘ FLTE
Inking process is declsion which rel |mwlllt' antformity in the working ol various

malidng
2:1115. the basic eriteria of chli:ll:!T“'ﬂ pelers 1o an equuilibrium mechanism whereby various
5ysiems. The third ProceR? | miuml 11 i harmonlons structured rv:LHIu‘ns-hip to each
Parts of the organisatlon are % n ken together will atlect the functioning of

ol Y § Processts l
o e e mlu"ui:;“z:ﬂ{;f the whole sy sienm

indi‘-'iﬂ'l.lal subsyslemns as'w
al Deslgn

Syste Organisation
ms Approach of OTE ach In management including organisational

ems @
There are various implications of system ¥ nisation theory has suppested three aspecls

; . f
design. Systems approach ﬂL:. '“z:i:ur;:m.ﬂmﬁf are modern organisational models, lateral
jsation

relevant to design of OTBEM™"
=l A Eﬂbﬂmﬂu o appl’ﬂﬂﬂh Dfﬂl‘g&'l'ﬂﬂﬂuﬂnﬂ] deslgn recognises

B e LU ] has
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Departmentation
designing an organisation structure is the identification of acthlte
sult [ro”

enote the departments that re

&
great deal, In businesg organisations, such terms as
mment, these are called branch, dep

departmentation vary
department. and section are used; In go
' Ve
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y, M ity these are relerred to am baig) ;h
L] Lo dUSIEnALe departments m btk 2

. | ] nis may vary In |I|||,I.'h.'"" TNy, el

" apr. (he Process ol department; fil
]]1""-"'“" r | | III1HI1.I1|HII"-'-I'|||.l'r-m-,“"'Ihfﬂnf"m"‘"”'ilﬂ o
Ll 1T 7

Dcpaﬂ-muntnllnn

.nc:' -Dr

f{d"ﬂ iof I,hip.-,qrnm*nl:Mnm artes because of speclalisatl
§ T i e ol sbordinates that can be elirectly canl " of work and the
o= MY departmentation. Vhere wonld be sertis IIJ:I:;:illr::?: N S
a |l|I"' N1 l'1||'|'||'|'lll'll-1. ol actiy I_“' h-_‘.lﬂ{l '"”H"‘Im‘””f nl |I1‘I.‘m:mr| |r||:.|r:'I|I St
il -.u“-‘"' nle 1t o waneh ol prganksatlon o any exlent. However. whe I:rlzu,-mr.--r.w
¥ ol - ils basle lyptation, they serve a number of other [Iu::r{: ;EIIT:L'““
% g

4 r::'"“ﬁ““”“:ﬂ elliciency. The major importance of the deparimentation
i - Is

oy ﬂ;ﬂ_ugnum: Flr-t-ﬂrlihly :h;: n_nr‘ml lmportant single prineiple in an analysis
I.ﬂ""m o ilpﬂruﬂr‘h (o organisid onal deslgn 18 !'!-FL'!.‘lTI]I:I-nllrJn of work This principle
Wi - day. The baste advantage of the gpeclalisation [ies In term p..r
kis prriurnu:rl because a person [ocuses his ;t;rtmtlu.nl:;r.;
| he gels mastery over that aspect, Naturally, [hi.;!. resulis In
(ently. Thus. if the managertal funetion Is concefied as a set
he organisation. these aclivitles can be rarmed out
he division of work leacing lo specialisation of

A e o
=% “
-

ey ‘:ﬁ_ of 1hE work ant
0 g A5  more eflie

"':‘“"”I.“;;:ﬁllnnLir1g ¢ work of 1
cqently’ and elfectively through L

:_],. al juncticn
pana= of Rgipl:lﬂ-ﬁibmt?' Departmentation helps in fixing the responsibility and
- K ountability for the results. Responsibility can be discharged properiy when
£ d definite. Through departmentation. the work |5 divided Into small
re i defined precisely and responsibility can be fixed accurately e
s where 1 900 Mo whom responsibllity 15 given can be delegated corresponding
snas - When both responsibility ‘il authority are clearly specified, a manacer Imaws
uthority: . 1o do In the organisation. This helps the manager 10 become mare

anagers. D¢ artmentation helps In the development of managers.
e : the managers [ocus thelr attention on

3. pevelopme
possible pecausc of two factors- L. N
rovides them ellective on-the-job training. Second, MANAEE
* role 15 pt‘f&rnbcd

Development 15 o
«me specilic problems W ch P

need for further iraining can be identified easily becausc {he managers e b P lisation.
ard trasming CAN provide them opportunity Lo work better {n their area @ pecl

Thus, need for training and its methods can he casily

4. Facility in Appraisal. Manap,
aclivties can be spec
provides help in both these areas. Wh be apPrt gy :
and a particular segment 15 assigned L0 each manager. the area 19 8 !P ily. similardy-
known; the factors alfecting the p“ﬂﬂmﬂnm 3 k pert
sandards for performance can be fixed eastly pecause factors
h““'fknuwn clearly. Thus, performance appras

e been created, g

: Ffmﬂm ton b
2l H“ﬂg. of Autonomy-. Depaﬂmcnlal]nn provides Il':i:l[:":ﬂ ln:-.: :.r! ; l
Wi cert. to the extent possible. normally. departments * et cal
terlain degree of autonomy and freedom: The managet !anrgf P i hr.;_
overall framewa o s 8 souree 0

lake 1“"1-Epen

dent declsi ihe

| sjons within

IE:‘ sallsfaction of being important to the prganisation: This l
performance ameng managers:
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RASES OF DEPARTMENTATION Mirny

The managerial problrims anspcinled with departmentation are digee 1y Plated 1, ;
v which individual jobs have been apecialiaed, that ts, the niimber of Wiy In' b
imyerrases with the number of diflerent spee ladineel Jeibin “Thue, g stnall hllih.p..,

emploving three foann persons may nol prag e ey epan el inentatloan ber gy o he .-,-r:.l r
all the pereons personally himsell Tiweser, the sioatlon will e e e e rﬂ.ll r.1
organisation ke Tata lron and Steel Company where lange number of l-ru:-lr--':-hlrr i
emploved Theretore therr is a need ol departmentation along some commen, f.lrr:“-“ o
. eomman Tactors o achieving nranisat iomal abjeellves are g togrther 1, e :II'} 4|
drpartmenis Sinee the nature of threse factors varles. these can be determineq i -‘h...:._
hasra Therefore, there are several bases ol deparimentation The mope fOmman. i
hases arr funciton, prodict, termtory, process, customer, Hme. ele, Some of “mu-I,:H

i'.‘

are traternial operation-onentod like lunctlon, process, time while others ke proehiet |
 lermes
and customer are ouipul-oriented. iy

F.l""il.”l o .

IIJI_'_

il

Fanction

The grouping of common or hemogenecus activitles Lo form an organisational unge 1 knion-
as functtonal departmentation. that Is. the units are organised around common funetinn,
Functional deparimentation is the most widely used basis for Organising activities and a
rr=en? almost {0 every large organisatlon at some level. Since functional departmw:m
ran be adopted at vanouws levels of the organisation, Lhe various lunctions of the OTZanisatsr
are dinvided Into basic and secondary [unclions.

Basic Functlons. The basic or major lunctions are those which are essential for the
organisations and their operations contribute to the organisational efMiclency. Davis has
called these functions as ‘organic lunctlons’ because their performance Is vital and essenpal
to the basie sunaval of the organisation and values created by them are indispensable !
For example. 1n a manufacturing organisation, basic [unctions may be production.
marketing. and finance. Similarly. in a finance company, financing activities (rusing and
cisbursing financial resources) may be basic functions. Thus, basic functions are determined
n the basts of thetr Importance to the achlevement of organisational activities.

Secondery Functions. When departments are ereated on the basis of major [unctions and
@ manager feels that his span of management 1s too wide to manage effectively or take the
advantages of speclalisatlon, he may create departments within the major functicnal
depariment. Such departments will be createed by dividing the major function into sub-
functions. This pricess may go down [urther when a secondary function may also be divided
Inte sub-Tunectinns, For 'lf'IEI.I'I'IFrI_'. 11];‘"}“:["]“ dE]iill'[IIIl‘nl "“_i}! be ereated atl the lop Jevel
However, in order to perform markeling lunetion properly, particularly in lunge onganisation.
I may be divided into selling, marketing research, acvertising, ete. Further, advertising
may be divided into print media advertising, T.V. advertising, ete, Thus, the process o
Tunctional differentiation will continue through several levels in the organisation.

!unc?l:j:-:::: ]]::5’{- and secondary functjons, large organisations may also _n-qulrt Sﬂ““f
be referred 1n ::—'E:"S;ll'd which will be helpful for the basic funetions. Such functions m":-‘.r
Thits. afims ; i Or service functions which provide help o basie (line) functiens=

- °unclional departmentation will include both line functions as well as stafl fnction®

d:p:ndlng on the need o
I the organisatl : ; function
departmentation will be as follows: ganisation. Organisation chart based on

"Ralph C. D
avis. The Fundamenials of Top Managemen:, Mew York: Harper Drothers, 1971.
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FIGURE 12.1: Functional depatmentation
punctional departmentation can contin

Ue as long as a soung
sferenitiation exists. Afler that, some othe

basts for [y tlonal
I basis of departmentat e
sample. in sales department, further dep

Ion may be used f.,
artmentation may be on the basts of territoria)
:.:_nﬂd[:'ﬂn':ln.
Funclional departmentation is most comm
whict

ik anagement -'p\:tmt cf
¥ and prablems of conflicts and coordination among functional departments. Therefors
the funetional departmentation Is useful only up to top or immediately below the top level
Produet

Product departme
manufaeyy,
diffleyy

Loy

Fparm
and

ntation involves the grouping together of all activitles necessary Lo
© & product or product line. As the organisation

Lrows in sire. iU becomes

or managers to coordinate the activities of the expanding product lines. One

nly adnpled stralegy 1s to establish departiments based on products, Product
“eilalion §s preferred for product expanston and

diversileation when manulae tunng

ark“““ﬁ characteristics of each product are of primary coneern, 1t 's generally used

N the Product s relatively complex and a great deal of capltal is requirad for plant
other facilities

such as aumtomoblle, electronies, ete. In Gwt, many large companies

dl"'“m“!f'-ng in different felds and they preler product departmentation. For exaumple,

Imited has more than twenly products and henece products as the basis of

'ﬂEp H ntation. Within each major product department, major and subsidiary functional
artm

ents can be created. For example, the departmentation of an automoeblle
1]
; Uon may be as follows:
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FIGURE 12.2: Product deparimeniation

The product departmentation can be extended further. For example, i1y,
organisation Is manufacturing light commercial vehicles for differeng Uses, this £ aby,
may be further grouped on (hat basis like mini bus, dellvery van, ambulance, o ﬂlﬂalun
" ele,

Product departmentation offers several advantages, particula 1ly to an orpy
having multiple products or operales in a single indusiry with produets B dlﬂEr:mu
as above This basis pays altention to product lines, reduces problems of coordin a:I :
different produets, provides opportunities for further diversification and ey Pan,_;]” ftr
organisation, and provides product specialisalion necessary for MAanagers specially :T_I of
each product 18 different from ot hers. However, it presents problems at the top manager i
level for coordination, mulliplicity of efforts beeause same [unctional facilities ape reqqu:-:
for diflerent products, and problem in maintaining economical central staff Services Tha

is why a mixture of product and lunctional bases are adopted,

Territory

Ternitarial or geographical departmentation is specially useful to large-sized organisations
having activities which are physically or geographically spread such as banking, insurance,
iransportation. ele. In such a ease. all the activities in a given area of operations are
grouped into zones. divisions. branches, ete. The assumption Is that if markets are widefy
dispersed. an Improved cost-profit situation will result If all activities alfecting a product
line or scrvice in a specifle geagraphical region are grouped logether. For example, Life
Insurance Corporation of India has grouped its activities as shown in Figure 12.3.

Haad Olfice
(Mumbal)
|
Eastern Zonag ' J |
st Cenlral Zone Mothem Zana Seuthem Zone Westem Zord
| {Kanpur) (Mew Dathi) {Chennal) (M)
|
dajalnnha- I [ J
o Chandigarh Mew Dalki Ajrriar
Division Divigian Divigion
| ] [ ' 1 )
Branch | '
L E’“‘““-_J r Branch Branch Beanch _]
_ FIGURE 12,3 1 i
Brritorial depanmentation of L.1.C. of india
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Wi ||:|'||r111|l.ll-"'! provides certiln ellleleney bnoperatlon Leeal Laties soek an
.:;jltm i alyies, PH'I"H‘HI es, el alwayn allec | orgarisatiesal fore r;.r,:.u.; Jr
1=‘-""l' -mmlnlwm I 1I.u ‘|l1|:l~:i;?:: Iltl1llIll*lrr':LI"-.Il.-'I:ruJu-r allon v dllerent Thas kreesliedge of
w s anh mporid demenl o elleetive management Morecser, s £
o llmn.*l":‘:"‘ soved, for example. serving ol lunh.::n-r-: al rruri:rrrirrr;::rr::::”;f
o created looking into the needa for b al conditions I-.:.'rTJ'I.J:'!
fation m.-i_\r.prm'll.]r trinindng Lo managees b loak after moery aspeet of
ons. Therefore, they coan develup the skills of laking af the organisation
at the top level of the organisation where |.!r-lnr.‘r.r|l managemens
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atlon presents certaln problems. Therefure, adeguate provisions

e partment
ye these problems. The Nrst most Important peeblem s thas of

M al de
: i
b made 10 pVeTCon
Jowever, this prablem can be overcome without much difficulty ooee 152

.
Li
:uunl:'.'lﬁnn. 5 his p
- X |.'|I'L=|.:'||11|u|n[¢-;“m“ is developed added with modem communtcation Lae dities Annther
A e whicl €O in the way 15 the distance between policy framers and policy eueniton
istance not only in terms of physieal distance but alsa in t=7

|
; 1I'z.l'u'.dh of therm are at ad
pecause of different local conditions, However. this problem can be
Some problems of

L'I!li:'n 1“1' dll_—}i;’lﬂfl."
e by providing suitable training to the managers coneermed.

ipation may also artse between top-level and territorial-level managers as some of the
to be performed at the head office level. This arrangement requires many
general management skills. Therefore, training and development should b

jade
A L.munuu-us. process.

process
|nprocess departmentation, processes involved In production or various Lypes of equipmenis
ysed are taken as hasis for departmentation. When the production actiiaties inveolve the
yse of several distinclive processes. these can be used as the base for grouping af activities

such activities may be textiles, oil production, cte. For exa...ple. departmentation i the
ranulacturing department of a textile organisation may be as I ollows®

kdanager
(Produgtion)
|
| I | |
Sginning Dyaing Waaving Finishang

FIGURE 12.4: Process deparmentation
departmentatlon 18 to achleve economie advantages The

The basie purpose of such
PMocesses are set (n such a way Lhal a series of operatlons IS feasible making operations
economic. For example, in the case of a textlie uanit, the raw materal (cotton, synthetic
fbres) has to pass through the production processes mentloned above. In such a casc.
efliciency can be achieved If departments are ereated for cach provess ds cach has (s
Peculiarities, It provides advaniages of speclalisation required at each level of Lotal processcs.
Malntenance of Flﬂnt can be done in beller way: and ||:m|:1pu'|.l-'ﬂ‘ can be utilised l."[rl‘."li‘tl"l'l'l_"f-
d This arrangement has the problem of coordination because the work of each provess is
tpendent fully on the entire process. Therefore, there arc chances of conflicts ameng

Managers looking alier different processcs However, this problem can be overcome by

d”"’“P‘“H suitable norms and understanding AMONE mManagers. =

P
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; R RT (RIERTRLELIS P v by ¢
they difer m some rspeis S T Fre
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making an organizalion s pure refleck the way " OTannation rey, hen i
. i supports marketing elfneis | Moy Y
custonier: markel oentred Qrongrig : HE 'I”r"rrnr i g,
crstomiers Therelore, such a groupiig I snpilalbe Ao Those orgirntnnt oy, arh e hiepy P
o] copnpany m e ;
Aifferem customers soch asa pharmare iienl company upplying to h”"l"th. r ey
retail stores, eéc.. or applying different marketing channels ltke wholenate, regg s e,
- 1 L il - ™ ' -

and hire-purchase, expord, elc. Customer-based departmentation may appear uy :: iery
: oy
ity

Markoling
Managor
|

[ | I

FIGURE 12.5: Customer departmentation

The most important advantage of customer departmentation s that gt i
customers who are the ulimate suppliers ol money to the organisation,. Therefore, d:m.:
tvpes of customers can be satislled easily through speclalised stall. In fact. the basic diéi ;
this deparimentation Is to provide services to clearly Identified groups of customers E;:f
group of customers has different purchase behaviour, payment schedule, demand Pﬂ-tt:r:
etc Therefore. they can be attracted to the organisation's business by satisfying them
through providing services most sultable to each of them,

This method may have certain disadvantages, specially when it Is follo

Coordination between sales and other I‘unn:flgcns bzzzmej; difficult Maufﬁnwm
can be followed only in marketng division. Duplication and confusion may arise (n product,
research and development activities as well as in manufacturing, as the market-ortented
managers demand special attention and services. This may generate more conllicts in the
“reanisation. Further. there may be underemployment of manpower in some departments,
speclally when demand for thal customer group decreascs. Therefore, customer-oriented
departments should be created fo the extent they justify thelr existence.

Time

::: :‘::r]ndt organisations, where work Is performed throughout day and night, the work is
e into shifts. Thus, when an organisation operates on three shifts. three different
Menls may exlst: one department for each shift though they all may be alike In terms

of ebjectives and activities
Work in a particular shify. The basie Idea s to get the advantages of people specialised 1o

Alpha-numericaj

In this meth
method, the depariments are created on the basis of persons or an alphabet. A

cerain nu

what they Eﬁ:‘:’: rl?:lr;:n; are kept under supervision of one person irrespective of the fc!
B alarge number cg 7 o, and how they do. This method Is sultable for the Dl'Eﬂn[“Hm
fi peratives. This method Is used at lower levels of hierarchy and 15

quite frequent in myy
o Eanj
on the basis ‘::urnunﬂ:nl:;:_r'lllr ‘Ganisalion where, at the Jowest level, the soldlers are grov
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420 sciias two lypes of teams which are Iound frecu,
nher. et s rlis il
Before we proceed [urthet: J task foree. y

' 1L
in organisations. These are cof

COMMITTEE

Commitlces are fovnedl 10
various levels of the of g s

jilee an

larae prpganisation. These commILIEeS Qre Constii g !
H“|IF1 I.n perform [unetlons asstgned to them, Literally 'hr:w;.,m
Lh - r :
e wl aller or charfe s commill el. Thus, ar Ay
. ’ el
et loe” e s thos

i r.-i I:Ir.

av e spelied ol

‘-'“mf:"“:::;:mwh a group of persons Liyere .5 h{::::d ::E;;ii?“:fﬁ"{?ﬂl:ﬁ:ﬂ; :btﬂ. ﬁﬂnﬂrt iy

I Hrmitation on 15 i aumber of pers I~ ’ mmr;nscd addehs S Masy

w geven, communication {epidls 1o become © . S COMMmitier
al'-n; :' H:i s T-ml have adequate ppportunity to communicate directly with one anotj

:::,mm;lm 1s charged with dealing with speciflc [lmbltl;i15 .:jnd IL cannot go in for

actions (n all spheres of activities. There are strietly defined jurisdictions within

which a commitlee IS t‘-:pttlcd to justify its axistence. Beyond these limited spheres,

+ cammittee is doomed 1o fall as an OTgan of action.

1. Members of the commitiec have authority to go into details of the problems. This
quthority usually is expressed in terms of one vote for each member.

4. Acarnm{uee may have the authority either to make a final decision or it may mercly
deliberate on problems without authority to decide.

5. Acommittee may be constitued atany level of organisation. Moreover, the membersc{
a eommittes may be drawn from various levels. Thus, there can be several typesal
functional committees in an organisation such as finance committee, budget
committee, purchase committee, grievance committes, welfare committee, and soon.

Group Behaviour in Committee

LELLY scnane I

b

A commiltes is created o solve the problems which are nermally not to be galred Y
individuals. The committee decides the matter through meetings. The term ‘meeting’ refers
o group deliberation through which members are able to communicate face-to-face with
each other. Thus, commitiee meeting 1s a ype of group behaviour, Since commitiee 1s 3
formal group. ILs process must conform to organisational prescriptions. However. all aspects
;i EE:;E meeting cannot be prescribed. Moreover, many dellberations may not take
plc: wecon r:lf uz:ﬂi:}r-:s.r:rlpl.tnns. Overall group behaviour In a committee meeting can be
1. Chalrman-members Relationship,
respansibility and authority entrusted (o
of the commitiee. However, all me mbers
The chatrman [chalrperson in the «
authority in the [orm of a ¢

A commiltee may have Its own structure with
every member, This s done to facilitate the working
ers enjoy equal authority based on one-man one-vole.
:iaunﬂwm—:ﬁ:h"r;:ﬂlalul of the committee may be given more
rman Lo Infe 3 dem“"‘_‘- and to arrive at some decision. Itis
and discussions are held Heprate the ideas of commitiee members. Deliberation®

under hig g
. and dr]ll;e:;:::{ct;:m E'-": control. Sometimes, a committee Y
can be integ

sell-integration basis. Ho

- HoWwever, ino

& without a chalmman |5 oy - Tiﬂtl;u u?::ﬂ‘:ﬁmﬁ dcl::s not normally happen
pex ectively.
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a1 Uhere 1 consider:
o gaares O 5 rable group pressure in ee
“..Fl' - et exer] Pressure on the ldeas, suggestiong l /|
ik a L 95, I
iy e pont ]y Presstit % exerted hecause orminents, and judgements

|!|I g "r I.\W] T

it "k casnns, F :

e h l ppleprating andd pooling ol deas and views Wlthh::::rlél i generally [elt
! q : T{“lp rﬂ"ll[“ 1'-‘] a5

; ""_.: I_'I et (heam Lhe s of Individual eontribvuiions Memit

!l e A inling 50 Lt some declsions are amrived al |.'-,“. f,rw are brought.Ia
gttt pi P-‘ e pronp can assimilale and ralses the group Itll'm.__:l V5 member has hkﬁh
;!""'1h'I|“.lr'wl”'1“ (e Tine. IThe s lelt adone [or making deelslons, 1|I11T::;::1;th sy B
||'”|" A .'” :Il‘i"'“ﬂ.'q i““l eospprniiiee members may not ke i1, b 1 3 Uik '[.!E-I:I;‘-II.G At enend
w! |“-'|| e mian-ene yole basls, such a person has no “1'-“"“““-“'-‘ ‘-‘H;:Plnt:?:;'amm-j
ittt nlin geepnid, Lhe more loyally one member feels towards other mﬂm;f;;::z
.;m“:::".[.l (i (OTE he tends 1o ronlorm Lo group pressure. Therelore, the need of a member

ket il respected makes him (o work according to the general thinking of the group
W .

W0 cclslon Process. Decision mu1hl.m:, in commillee (s through Lthe process of committes
d:.1,1.”.11mn.w, Mormitly. group derislon making passes through three slages. First at the
g stge, he group \res to acquire the largest pool of commen Information about the
eisol the sfiuatlon. Second, the group Lries e make Inference and evaluatlon of Informatien
o [ conmon opinlons ina peneral way. Thirel, It gets around more specific suggestions
o sululions ln the problem. Alter agrecment Is achieved on the essential facets of the
gyaton, CVeTY member s glven opportunities 1o express his views. AL this level, there may
be emotivna] tenslon in deliberations and the chalrman should direct the group back to
e facts and bepin anew from there. This relurning back to the facts of the prablem works
o cooling effect on the members and agrecment may be arrived at because members may
oals a the probiem in a sounder way.

Aguestion arlses: Is unanimous agreeme rit a necessary prtn:qul!.lte to effective
semmiitee decision? Though some sorl of unanimity is neccssary, too much agreement may
be as bad as toodittle agreement. Withoul agree ment, a commiile® member can be held
resporisible for carrying out a decision he did not Euppnrl. or which hecven n‘ppﬂsl:d. Divided
vles may also set up cleavages which disintegrate (he group. On the other hand, 109 much
wnanimity may ereate unhealthy practice because unanimity becomes goal af the committee
Meelng eausing a person (o suppress his ideas which may e useful to the commitiee. T':l;;
m:,:: :E;t;ﬁ"lﬂ“ng {o committee members. Therefore. lnls:tﬂﬂi OT:IHT;T;Y&"‘LE efforts $10

1at spreed dectsions. Unless the dectsion is of utmos
paement of most of the members should be - Mclent, Theidea should be nat{o involve n
ong deliberations in order to arrive at unanimity for the sake of unanimity:

|t ||l'|11”"1.1

#IT

Il fee Imeee ingr s

1
i

Henggy
A 8 for Use of Committee
UM ag

ngle i,
I[l‘“;thavgiﬁ:duﬂ‘ However, there are marny situations an

bea
T8l responsibilities too heavy to carmy ofl and Instead 3 mnuﬂtirf“r:::!fm
i, 1nﬂ|,.}&c°mm“-“‘-ﬂ scores over individuals because peaple in £r0 I:m] er e tages aver
Huals. Group dynamies gives the committee certaln poten

1d otherwist :
Is created to carry out responsibilitics m;l.:;t;ng e ndividual 8y
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individuals acting alene. Therelore, the use of commitiees s widespread |
arganisations, cven in st autocralie organlsations, The major reasons of

commiittees are as [ollows:

1. Pooling of Knowledge and Experience. The mest Important advang péin
committees is that knowledge and experience ean be pooled logether and decingne .-I.hl
arnved at through gdroup deliberation and judgement. A commitiee works on (. !im 8
thal two heads are better than one’, A group of people can bring o bear g freater w'lm";'rnr
opinion, a more thorough probing of the problem and 118 Tacts, and a more o jyers IIal.m f
in specialised aspecls. Therefore, commitlees can be used spectally for solving fhrh
problems which do not [all within the jurisdiction el a single lunction or division, Nnrmuf-'l-".
very few organisational problems fall entirely Into a single area; normally, they require “l.
use of expertise of mdividuals with difTerent backgrounds. e

2. Facility for Coordination, Committees are very uscl ul for coordinating activities amon

varous erganisational units. When il is necessary to Integrate and unlly varous viewpoints
which cannot conveniently and ellectively be coordinaled by Individuals, the COMMItiee
may be useful in bringing all those concer ned together, A committee 15 speclally usefy| g,
coordinating, planning. and execution of programmes. [n modem large organisations, it i
too dificult to coordinale every activity, every subordinate plan, and every cxpenditure 4
committee can bring all these together, 1t permits the individuals not only to obtain firs;
hand a picture of overall plans and of their place in them but also lo contribule suggestions
an the spot for improvement of plans. Thus, the comnittee provides the opportunity for

reaching agreement on the steps of coordination.

3. Representation of Interest Groups. Committees are often used to give representation
1o varipus interest groups. Such types of commitlees arc quile popular in government
educational and ather institutions where people from diversified groups should have thetr
say in the functioning of the erganisation. Even In business organisations. such commitiees
may be sct up, for example, board of direciors, grievance commitiee, wellare committee.
and so on. The representation of various groups may ensure that these groups will fecl 2
sense of loyalty and commitment to the declsions reached.

4. Fear-of too much Authority in a Single Person. Somelimes, commitlecs are constituted
to avold the concentration of too much authority in a single individual. This problem 13
more prominent in government and educational organisalions and less |n business
grganisations. In order to provide safeguards and checks against the misuse of too much
authority. the line authority [or certain aclions can be delegated to a commitlec rather
than to an individual. Board of directors |s appelnted lo check the excesslve use of authorty
by the chiel executive. Similarly, in the case of internal operatons, such a pornmillee may
be appointed where misuse of authorily may be prominent. For example. bonus comumitiess
often result from such a reason. and major inanclal and capital investment polieies are
developed by commitlces, partly because of unwillingness (o trust a single individual with
complete authority to make such Important declslens.

5. Consolidation of Authority, A commitiee can be used to consolidate splintered authorty:
A manager of a department or of a section may have only limited amount of authent
necessary to accomplish a programme. Therefore, the manager cannot solve @ probler?
without simultaneous exereise of authority by other managers related to the proble® a
such a case, either the problem may be referred upward for a dectslon or il may be ass|
to a commiltee with membership of all managers related with the problem and the probler
can be solved without referring It upward. The solution of problem through commHe® !
possible because it has been able Lo consolidate the splintered anthority. However rmqﬂ;t:l

consalidation of
striciure. authorily through commitiees Is not a good sign for sound a-rgn.nlsﬂ-u

ROM af (.
the i, of

il
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sy 1helr working becanse when they partis Ipate in derintion making, «rey serept aned
-;.- wih that decieton; they Teel commitied Ly the oo sl
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Thin feelis F i {rrerilrermer et et
1 moshvates Laem for b tter perfonmance. Cominitieea perrmit wide o partieripation

1 L]
4 nersOTS related Lo a particunlar paobler. However, the tise aof ¢ rmmmittiers ta mafrate
i

peciple 1€ get derisions or programmes accepled requires skiilful handiing of commttes
- ~mrnge otherwise they may bring worse results,

& A Tool of Managemen® Developiaent. A commitiee can be userd as a tool of managerent
qmvclopment ke many other tonls. A manager can be developerd through learming frem
apenienee. While experience of a manager on his job may restrict him o knew abest his
b onty. committess may widen his knowledge and he can leam how his job ts relagert with
athers: tn what wavs il alfects others and Is affecied by others. Such types of leaming
enabie him 1o lake an integrated view of solving various problems faced by him

9. Avaldance of Actlon. A committiee can be used to avold action on a problem being faced
o the manager. He may not like to take action bul he may not be in a position o xvoad
artion also. Therefore. he can Mind oul the beal solution to refer the matter 1o committ=e

Thus, a committee —an be used 10 cool off agitation and temper on the par of afected
people. It can be used as means Lo overcome resislance, pressure, of opposition rom pamies
mvolved 1n an 1ssue. Such commitiees are more prominent in government and other
organisations run through democratic process. Even in business organisations teo, such a
comumniltes can be appointed Lo avold actlons, lor exaunple, solving problems laced by worhem
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Delegation of Authority

Delegation of authority is one of the important [actors In the process of organising. It is
essential to the existence of a formal organisation. The organisational units created through
the process of departmentation require the authority to the managers charged with ﬂ‘f‘.:;
respective management. Assignment of activities Lo various managers rream
responsibilities and in order to carry out these responsibilities, managers need appropri

_In fact, the authority should match responsibility.
authority. In fac y mferring authorlty flom

- Here, delegation meansc
To delegate means (o grant or con fer. H g R it

one manager or organisational unit to another In order to ac::nmp]ijlih P o get oertain <l
A manager simply does not delegate authority; he delegates authority rations, for

of 0
accomplished. By means of delegation, the manager extends his area pe

Scanned with CamScanner
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without delegalion, s ncllons are ¢
- s ] n N 3
;.,ulhnl‘ﬂ}‘ P TR SOty miltned o what he imisell can perfonn. Delegation of
j. Delegation 15 ot hvorksal o |
i i . . . ;
delegation preseribes the I l:qu manager (o act na cegladn manner., The degree aof
Sirice Genat witvails an 'm s withln whieh s manager lus 1o fecide the things
raanisation tl orginates ol the top level, 10 s el ribnted Throsgheot I
TR bE = n through delegation and redelegntion S
2 Delegation Ihax dual cha ol ]
4 E:ﬂ‘::"-‘:"‘ auiho m;‘:.::n::;-“lr.l1i. teristies. As o resull of delegation, the aubordinate
o1 his original _m“mm:‘rh ;“I‘Erluh bul at the same me, his superior stlll retalng
el . Terry comments on this phe £
‘ ! enomenon Nke this: 7L
$ﬂﬂ1fr:h:!"l- like ll'“E-"ﬂang knowledge, You share with I:-nlhum who then possess Ih:
knowledge, but you still retain the knowledpe too. ' .
3, &ulhl:::t}; ;n;:: ;]::'Ii:gut::tl can be enhanced, reduced, or withdrawn depending on
cS ._:-,: :111;;[;1 uz:qulrﬂmﬂﬂl. For example. change In organisallon structure, policy.
; s, elc., may require change in the degree of delepation of authority.

Delegation of authorily is always lo the position created through the process ol
reise the authority so long

organising. The individual oceupying a position may cxc
as he holds the position. Therelore, the authority Is recovered fully from the individual

when he moves [rom the particular pesition.
ates authority out of the authority vesting in him. He cannot delegate

5 Amanagerdeleg
which he himsell does nol possess. Moreoever, he does not delegate his full authority
because if he delegates all his autherity, he cannot work.
6. Delegation ol authority may be specificor general. Delegation of authority 1s speciile
for particular objectives are specified. 1t Is general when

when courscs of action
these are not specified, though objectives may be specified.

Steps in Delegation

tion of authority throughout
sign or plan by

ires delegation of authoerity
thority can be completed through
(1) detgrmination of resulkts expected; (2) aszignment of dutles, [3] aut
and (4) creation of obligation. Let us now explain briclly these sleps.

1. Determination of Results Expected. Authority should be delegated o a position

according to the results expected from that position. s|nee authority 15 intended to furnish

managtr'.é with a tool for so managing as to gain contributions to the arganisational objectives,
it {5 essential that authority delegaled to a manager is adequate to €nsure the ability to
accomplish results expected. It jmplies that resulls expected [rom each position have been
identified properly. To the extent there s clarity in these, delegation will be effective.
Therefore, the first requirement 1s the ination of contributions of each position which

determ
is largely a step undertaken at the stage © arious positions.

[ erealing v
2. Assignment of Dutles. The second step 1S the assignment of dutles to the sybordinate.
Dutles can be deseribed in WO ways: First, rbed in terms of an activity or

these can be desc
set of activities; for example, selling activity L0 salesman. According to this view, delegation
involves assignment of these activities bya manager

o subordinate. Second, duties can be
described In terms of results that are expected from the performance 0

an organisation does not occur automatically.
es his authority effective

which a manager mak
through particular Steps. The entire

the following four SLEps:
horisation for actions.

The distribu
Rather, it is deliberatc de
and influential. This requ
process of delegation of au

f activities, for example.

1*Terry, op. it p. 338,
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3¢ them [rom qetlans which are not permissible. The central
the supenor wishes his

of permissible actions. separatit

problem. iherfore, is to determine what scope of authority

subordinates to exercise. A ground rule in this context 1s that the scOpe of authority allocated
e activities allocated to them.

to individuals by the superior is inseparably linked with th
on. The last aspect of delegation 1S Lo create obligation on the part
ry performance of his assignments. AS discussed earlier, a

ubordinate is responsible for the Lotal activities assigned Lo him and not only for the
activities actually being performed by him. The sense of obligation required arises from the
maintenance of responsibility by the superior and an accompanying insistence that the

work performed must meet his expectations.

i s |

delegated 1o cach
upon A subondinate

The suberdinale cxcn’

mtentions of the sy perior w

45 the superior deems 1 wi

4. Creation of Obligati
of subordinate for the satisfacto

Principles of Delegation
Delegation of autherity is a conscious effort on the part of the manager. Therefore. in

delegating authority, he should observe certain principles so as to make delegation effective.
Unless these principles are observed, delegation may be ineffective. consequently.
organisation may fail and the managerial process may be seriously impeded. Following are

such principles:

1.

mgﬂﬁ:&:ﬂuiﬁ Results Expected, As discussed earller, delegation should be based on

i qu::Em rinm a position in the organisation. Since authority is intended to achieve

i it ok ::; : :,—j the organisation, it should be adequate to achleve those outcomes A

ﬁﬂmmenﬁumts amh;::tpe!{'l'ﬂrm better If he knows what he has to contribute and he I‘;aﬁ

exercise has been t:*ktn}';; that. Delegatlon by results expected implies that planning

lj:'nmperl_',r understood by those wgl?t?];nim rat I:-Jc:sll_lun have been. set, compmunicated. SN0

Al ‘ responsible [ , ST
odelegate adequately because efther tphr:y hwe?,r:: achieving these goals. Olten managers

: ry vague Ideas about the contributions

of their subordinat
€s or th 8
have authority to do the lhltx?rgiml do not bother to determine whether the subordinates

2. F'lll!lttiunu D
expected |s prine - Closely related with th
ple of fu ; e principle of del
:Ejﬂmgrul;uphd to create dﬂp'::ﬁ:ﬁ:]t definition. In an urg&nifatinn theeg:i?at?aud ol I'ES_IJltE
of ﬂhjec? but at the same fiin has or units. Each depariment contributes tcs are classified
i ves and activitles of s Its owmn objectives, Thus, ti o organisational
> the organisation, Thj the department In such » there is a need for coordination
epartment h 'S gives rize to t away that they contrib
as clear defint he principle of funeti ute maximurr
ons of results rvrnackaa - _,_,__,l:l‘ttmrni_d de finition. The more :
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q, Clarity of Lines of Authority, )y pumitlon b the organdsaltion 1 inked with oihers

“1“““1“ by ||~I-.nI'|n11-aI|1|--».; somie direcily oot e antlinielty, cthiers ineliper tly

aare et [v thvese Tines ol mthoriiy are defived, e oeetiee ta e delepat lon of authnrty.

g s pespect. classteal athors have given two prgeiples which gulde the delegarion of
authrild [Treese alim iples are sealnr ehaln and ity of cormmmaned Sealar rhain prineiple
peler gas 1]00° il LI[ el anetlug iy “‘l“""""]”l‘ Froin sanpies levr 1o sithre it e ””,I.”“hfﬂﬂ
(e orgatation. Clearer the Wne of autholy from the top manager o cvery subardinate
pasiion gy the organisation, the soore el ive will e responsible decislan making anrl
._-.r|.‘_il|'||."h--|l;h1'l1..'.'ll commmunieation. e otlwer principle, that 1, unity o ertrmarid suggests
that @ suberdinate should be respaonsible (o a singthe superior and he ahmild rereive
jnstpucions from the same supenor only, The more complete an individual has a reporting

relationship to & single superior, e less s the problem of confliet in instructions and
greater the feeling of personal responstbility for resulls,

4, Level of Authority. Authoritv level prineiple sugpests that malntenance of intended
delegation requires that decisions withm the authority competence of individuals are made
by them and not referred upward in the organisation structure, Thus, managers should
make whalever decisions they can in the light of their delegated authority and only matlers
that authority lmitations keep them from deciding should be referred upward. This 13
possible il authority delegation iIs clear and managers at each level are sure what authority
they have

A problem comes when two or more managers can declde the things jointly without
referring the matter upward but singly none of them can decide. Such a matter may be
related with inter-departmental {unctioning. A single manager cannot make decision
because of splintered authorlty. Splintered authority exists wherever a problem cannot be
salved or a decision made without pooling the authority delegation of two or more Managers.
For example, production manager of plant A can reduce his costs by some procedural
changes in plant B. However, he cannet do this unless he pools his authonty with manager
of plant B. Alternatively, he can refer the matter upward and positive thing can happen by
the action of common superlor. In such a case, it 13 preferable to consolidate and pool
splintered authority rather than referring the maiter upward for decision. Splintered
authority cannot be wholly avolded In making decislons. However, recurring decisions on
the same matters may Indicate the need for reorgantsation and redelegation of authority.

5. Absoluteness of Responsibllity. Responsibility 15 an obligation 1o get the asslgned work
done. Sinee ru5pnn51'|_';1]|l_:lr cannot be dclcgatr[l. | _""u'l.l.‘lfll_'ﬂl.'l'l' cannol be absolved of his
responsibility for the activities assigned o his subordinates, Stmllarly. responsibility of
subordinates to their superlors for performance is absolute; once they have accepted an

assignment and the authority to carry It oul, superiors cannot escape responsibility for the
performance of activities of thelr subordinales.

6. Parity of Authority and Responsibility. A common saying In management Is that

autherity and responsibility should always be equal. 1t tmplies thay since authority is the

discretionary right Lo carry oul assipnments and responsibility is the obligation to accomplish

taﬁ;?“blh“m]’ should correspond Lo the responsibility. Thus, responsibility for actions

mﬂlhtmaz :E;esiur than authority delepated, nor should be less, This parity Is notl
ut, rather, coexistensive, because both relate to the same assignment.

Scanned with CamScanner



l A nlpfl prifii
459

piff!

u M perionr in tvirm "
s requilres thon Wi delegaton y
SO st ke
o wredinl

ple 1o 1 1wl i
0 ooy e weog e dmele e
il || |q||ll'r| ||1‘ RIS LA PITTREN
LI )T LILETS
¥ 1A mlile

[T
u‘-""':ln tl'.rl“""""” bt
o iyl pes iRl iy .
¥ | v ivned ellont contemplioted o the anaig
e A
E [renm

gt huwe Lo (TTRRT] g
] properly vatneed sed andented teoe e
Plankie swoarte |
e

|n*""" i W Jelc : s
:f"'] .Ll:nl'l'l‘-""- st prs 0TS prved b vy viod bove vl borly teemele et 1
|1'|.Il";;1~| the gt alyesualed ol el Doesonnned Wb viapuaae ly ool ILI: vl:l :Ii;mllwhmim#l“

! T
purt h._..ﬂnl!.ﬂ'n with I'lan audmgg. A P Tl iy cleleggation in thint some T
& uulr-m‘-'r"'”“” of what j Lyer sveBubeweedd Ty ebelegattoe, To dele |"m”II 1 1 snvieriaken
'-"“l“.m LA i alsjeriives Lesnds Lo s, Therefore, anthority sl Iull:;- i i
J’"i |1.1-|11.'1F.'i'|'* betore ”:"' nhjerlives nre clear, Authorlly Is ull'Ii'u-:; T ”'1"'" rese—
T 4 1-11:-:|'|."|'|'l'|‘-“!"' ol the el hority should be i keepiog, Sl ""_":lﬂr"'-'f' rdijeeiives
the objectiven I 1 better to delegnle anthority Tor |:::#':::I::'::r|:;;

.uni ,1-11'-!-“1 ‘_ﬂ“umm‘. A e
o L ahjectives [ar cach netl

. specific ¥ 1aetiily can be deflned w
ault |y the orEd o when there s proper

Aunthority for
efli
DelcE s gndertaking.
as. Such assignmen
and of bullding his con
vey a leeling ihat the delegator does not wanl Lo ¢

-Jﬂh through delegation. However. through the delegatl

#m can be pverCome.

ropriate Control Technlques. aince a delegator remains res -
ks he has delegated to TS subordinates, he must ensure that his su
Iherefore, proper control - +d monitoring techniques should be &

pated authority Is belng used properly. This does not, however. mean
interfere unnecessarily with the day-to-day funcuoning of the
1cl be broadbased and should focus altention on majer deviations

i1l At

pisation.

Wgﬂlf .{n‘h. I::;IH- betler Lo give the delegant a chance 1 participate
road ral cr_ narrow projects serve best In'l.np,ln:lﬂm;, anr‘]

1a serve ag an ellective means af tesling a man's

fidence. Frequent delegation on lhe same subject-
lo the Job and wants to g=t
on for whole job.

n and Df:ccntralisatlnn
tyis centralised.

ant issue N organising s the extent 10 which authorl
ntralised, In 2 formal organisation structure. In management.

to concentration of authorily and decentralisation dispersion of

th thesc terms arc used to give varlous cnnnulnllnns."[hr:s-: w
ve processes. phf.-'ﬂir.a] and gtugmphtml locatien.

t of administrat!

rmed, or degree of delegation of authorily. When these t;r:!‘l:l
or geofra hical location. phys geographic

bysles s {he country-

sjon ofan grganisation's opt .
| functions i@ separa

< 1o dispersion ©
i |on, marketing.

Cerﬁralisatin

Another highly import
or its opposite. dece
centrallsation refers

authority. However, o
are used (n the conlex
various [unctions being perlo
are used in the context of p
decentralisation refers to diSper
The fifnetional decentralisation Te fer

ilul.unﬂmuus units, for example. produc
classifications of centralisation o7 decentrallsation ar¢ me
phlr:;ul det

-JEhET'EI'an'. the terms are used with certain prefixes ke geogrt it
unctional decentralisation. It 18 the degrce of delegation o nmhﬂﬁ-}l

meaning
I"??:IHL of centralisatlon of de:tmrahﬁuliun in man
ple prefer that these terms should be used along with

!.: L] i
lear and explicit such as ‘centralisation of authority or ‘decent

Scanned with CamScanner




N

- Princoydes aned Prictice of Monage.
- TTUERy

When centralisation and decentralisalion are used In the context of degree ol auth
at varous levels and associnted managdement practlees, they denote different r1tﬂrﬂ:m
H tif

delegation of authority. For example, Allen has dellned both the terms as Bl
“Centralisation s the sestematice amd conalsten! reservation of authority a central points
within an organisation. Decentralisation applles (e the systematie delegation of authorisy
in an organisation-wide contexe, ™"

Thus, eentralisation refers (o the reservation of authority at the top leve] of i
organisation and decentrallsation refers to systematle delegation of authority n the
organisation, However, there can neither be absolute centrallsation nor there can be absoluge
decentralisation. The coneepts ol centralisation and decentralisation are two extreme Doints

m the matter of distrbution of authority in the organisalion. [n between these two extreme
points, there may be continuum ol aulherity distribution,

Delegation and Decentrallsation

Delegation and decentralisation should not be confused because of the tendency of using
two terms interchangeably. Though these terms are closely related, decentralisation 1s
much more comprehensive than delegation. Thus, both these terms should be used
differently. The major dilference belween delegation and decentralisation may be identified
in two ways: [irs(, decentralisation is used to mean several types of dispersal other than of
authority also, second, even in the context of authority. the terms denote different degrees
of authority at various levels and. consequent managerial process.

As discussed earlier. decentralisation is used to denote dispersal of physical lacilities
place-wise or function-wise, In these terms, decentralisation means that various facilities
are located at different places or have been put for various lunctiens. Through geographical
or functional dispersal. an organisation tries to achieve its objectives by taking the
advantages of different local conditions prevailing at each lecation or specialising in various
functional areas with each area being different from others. In such kind of decentralisation.
it 15 not necessary that the authority is also decentralised because many organisations
have been able to run the affairs even with centralised authority though the system will

work better with decentralised authority.
Even in the case of authority, delegation and decentralisation are different. Delegation

merely denotes the authorisation of managers at various levels to make decisions. Autherity
at various levels of the organisation is required because managers can [ullll their
commitments properly when they have authority commensurate with respon stbility. However.
sometimes, there may not be parity of authority and responsibility and a manager may
have more authority than his responsibfity. Since decentralisation reflects the dispersal
of authority to the ultimate level of the organisation, It can be sald to be the result of
systemalic delegation of authorily. However, decentralisation goes one step further. In
decentralisation, a manager becomes autenomous with the operation of concept ol :lUumate
responsibility. Therefore, in a decentralised structure, a manager enjoys autonomy but al
the same time, he Is held responsibile for the contributions of total facilities put under his
centrol, Thus, besides delegation of authority, there may be other variations In management
process In a decentralised structure as compared to that of a centralised structure, From
this point, decentrallsation suggests a different kind of managerial culture and philosophy
than mere delegation though effective delegation of authority 1s a pre-requisite for the

success of decentralisation.

*Louls A. Allen, Management and Organisation, New York: McGraw-Hill, 1958, pp. 157-58.
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of the Organisation. Decentrallsation of authority depends on the ¥=% the
has heen built up over the pcnnd of lime- Hﬂnﬂntlj.;. those organtsation & ech
hin or expand under the direetion of the owner-founder show a marked
endenct ralised. This is the rcason why organisalions belonging to
many ndustrial houses have been designed on centralised basis. On the other hand.
nrganiﬁmmn:‘- that represent amal;gamalimsand consolidations are likely to show a definite
wendency 10 relain decentralised quthority specially 1f the acquired unit is operating
profitably. Moreover. Lhe management process and pattern of acruired grganisation, ¢neT
independent ONC, cannol e changed immecdiately so as Lo cepitralise the authonty. Therelor.
ot least for some UmE. the acquired unit will enjoy conslderable autonomy

3. Management Philosophy- The management philosophy ol top-level managers has
ronsiderable in[luence on the extent 1o which authority |s decentralised. In fact.

decentralisation 15 @ kind of management philosophy o regulate nr;::uumunn,;l process

including declsion making. In many cases, Lop managers may sec decentralisation 4= A
way ol nrﬂimmmmnal life that takes advantagt of the Innate desire of people 1O create. tobe
free, or lo have stalls. They may find in it & means o hamess the desired frecdom 10
cconomic elliciency. On the other ha e, many 1op managers may keep authority with them
nol merely 1o gratify a Jdesire for thelr sgatus OF pOWET bt because thev sinaply cannot gwe
up artivities and authorities they enjoyed before they reached the 109 or before the

organisation l:.“xpa:lndf_'fl from @ small one.

4. Availability of Managers. Avallability of managers Airectly affects the degres of

e of authorlly reguires competence on the part of those
chance for
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autonomy which is possible 1n decentralised structures only. Moreover
also works as h'alnhfg gmund for managers which Increases the ability of good managcrs.
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5. Pattern of Planning. Planming Is usually the most eniclal managemen: Fiincig
thinking about decentralisation. Other funetions ol management. namely OrEanising, ﬁ-ln“r: I
direeting, and controlling are also important hul sastgning those activities 1o MANape g
vartons levels typlenlly depends on Bow planmiggduties bave been slloested and the x: ol
bo which planmmge activiites have been unelertonlen. Alloeallon of IR 01 e iy
be subyject-wise ad 1y ol plin-wise, Pl s, wlind sialajecta can be cler lelese] s whiu |H'r-|
and what tvpe of plan ean be fommulated at whial level, In the organisat lon having carefyyy,,
drown standing F];_“]:q_ thie chance lor decentralisallon |1s high beeeemase IMANAPEES rap '11:4;..
decisions within the context of those plans without referring the malters ynder Areision.
upward. Stutlarly. if they have been made party to the planning proeess, other [TTTe T
which are to be performed within the context of planning process. can be easily

decentmlized.

6. Control Technlques. Development and use of control lechnlques affect the degres
decentralisation by ensuring whether the performance at various levels and poinis of the
organisation is in line with planning. Higher the degree of development and use of conlrg)
techniques. better is the prospect for decentralisation. In fact, Improvernents in statisties]
devices. accounting control and other techniques have helped make possible the curmen
trend towards decentralisation. In the absence of adequate control techniques, cither there
is less chance for decentralisation or it may not werk properly.

7. Decentralised Activities. In many cases, decentralisation of authority becomes necessary
because there 1s decentralisation based on ather factors llke cconamies of division of labour,
the opportunities for using physical facilities at various lucations. and the nature of work
For example, the activities of banking, insurance, and transport erganisations have to be
decentralised. Although this kind of decentrallsation may be geographic or physical in
nature. it influences the decentralisation of authority. In fact. some organisations with
diverse locations may form local board of directors. For example, State Bank of India operates
on the basis of local board of directors with each zone having its own board of directors.

8. Rate of Change in Organisation. The rate of change in the organisation also affects the
degree 1o which authority may be decentralised. If the business of the organisation is fast
developing and it 1s facing the problems of expansion, there is more chance that authonty
will be decentralised because In this case, lop managers will have to share disproportionate
decision making and consequently overburdened. This problem can be overcome by
delegaling authority at the lower levels. As against this, in old, well-established, or slow-
maving erganisations, there 1s a natural tendency Lo centralise authority because few major
decisions are made and, In most cases, decisions are programmed requiring Insignilicant
amount of analysis and time.

9. Environmental Influences. [esides the various lactors discussed so far which are
mostly inlernal to the organisation, there are environmental Influences also which determine
the degree of decentralisatlon, Among the mosi important envirorumental [orees are the
government regulations over the private business and leave very little scope to the use of
dlsercllunary power of the manager. For example, business covered Ly administered prices
like fertilisers, etc., requlires less time of manager's in determining the price structure and
sometimes even distribution patlern. Thus, even marketing functions Lthrougheout the
Country may be ceatralised. Moreover. since Llop management lisell does not have authority
over these aspects, there is no queslon of Its delegation.
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