QUESTIONS AND ANSWERS

ON

PRINCIPLES OF MANAGEMENT

PREPARED BY
DOYEL AICH
ASSISTANT PROFESSOR OF COMMERCE
VIDYANAGAR COLLEGE

SOUTH 24 PARGANAS, WEST BENGAL (INDIA)



Q) EXPLAIN THE NATURE OR CHARACTERISTICS OF MANAGEMENT.
An analysis of the various definitions of management indicates that management has certain

characteristics. The following are the salient characteristics of management.

1. Management is a Factor of Production: Manager's primary task is to secure the productive
performance through planning, direction and control. It is expected of the management to
bring into being the desired results. Rational utilisation of available resources to maximise
the profit is the economic function of a manager. Professional manager can prove his
administrative talent only by economising the resources and enhancing profit. According to
Kimball -"management is the art of applying the economic principles that underlie the
control of men and materials in the enterprise under consideration".

2. Management also implies skill and experience in getting things done through people:
Management involves doing the job through people. The economic function of earning
profitable return cannot be performed without enlisting co-operation and securing positive
response from “people"”. Getting the suitable type of people to execute the operations is the

significant aspect of management.

3. Management is a process: Management is a process, function or activity. This process
continues till the objectives set by administration are actually achieved. "Management is a
social process involving co-ordination of human and material resources through the functions
of planning, organising, staffing, leading and controlling in order to accomplish stated
objectives".

4. Management is a universal activity: Management is not applicable to business undertakings
only. It is applicable to political, social, religious and educational institutions also.
Management is necessary when group effort is required.

5. Management is a Science as well as an Art: Management is an art because there are definite
principles of management. It is also a science because by the application of these principles
predetermined objectives can be achieved.

6. 'Management is a Profession: Management is gradually becoming a profession because there
are established principles of management which are being applied in practice, and it involves
specialised training and is governed by ethical code arising out of its social obligations.

7. Management is an endeavour to achieve pre-determined objectives: Management is

concerned with directing and controlling of the various activities of the organisation to attain



the pre-determined objectives. Every managerial activity has certain objectives. In fact,
management deals particularly with the actual directing of human efforts.

8. Management is a group activity: Management comes into existence only when there is a
group activity towards a common objective. Management is always concerned with group
efforts and not individual efforts. To achieve the goals of an organisation management plans,
organises, co-ordinates, directs and controls the group effort.

9. Management is a system of authority: Authority means power to make others act in a
predetermined manner. Management formalises a standard set of rules and procedure, to be
followed by the subordinates and ensures their compliance with the rules and regulations. Since
management is a process of directing men to perform a task, authority to extract the work from

others is implied in the very concept of management.

10. Management involves decision-making: Management implies making decisions regarding the
organisation and operation of business in its different dimensions. The success or failure of an
organisation can be judged by the quality of decisions taken by the managers. Therefore, decisions are
the key to the performance of a manager.

11. Management implies good leadership: A manager must have the ability to lead and get the
desired course of action from the subordinates. According to R. C. Davis-"management is the function
of executive leadership everywhere". Management of the high order implies the capacity of managers

to influence the behaviour of their subordinates.

12, Management is dynamic and not static: The principles of management are dynamic and not

static. It has to adopt itself according to social changes.

13.  Management draws ideas and concepts from various disciplines: Management is an
interdisciplinary study. It draws ideas and concepts from various disciplines like economics, statistics,

mathematics, psychology, sociology, anthropology etc.

14. Management is Goal Oriented: Management is a purposeful activity. It is concerned with

the achievement of pre-determined objectives of an organisation.
15. Management is Intangible: It cannot be seen with the eyes. It is evidenced only by the

quality of the organization and the results i.e. profits, increased productivity etc.
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Q) Is MANAGEMENT A SCIENCE OR AN ART?

Question often arises whether management is a science or art. It is said that "management is



the oldest of arts and the youngest of sciences". This explains the changing nature of management but
does not exactly answer what management is? To have an exact answer to the question it is necessary

to know the meanings of the terms "Science" and "Art".

What is "Science"?

Science may be described- "as a, systematic body of knowledge pertaining to an area of study
and contains some -general truths explaining past events or phenomena”.

The above definition contains three important characteristics of science. They are:

1. Itis a systematized body of knowledge and uses scientific methods for observation

2. Its principles are evolved on the basis of continued observation and experiment and

3. Its principles are exact and have universal applicability without any limitation.

Judging from the above characteristics of science, it may be observed that- 1. Management is a

systematized body of knowledge arid its principles have evolved on the

basis of observation.

2. The kind of experimentation (as in natural sciences) cannot be accompanied in the
area of management since management deals with the human element.

3. In management, it is not possible to define, analyse and measure phenomena by repeating the same

conditions over and over again to obtain a proof.

The above observation puts a limitation on management as a science. Management like other
social sciences can be called as “inexact science".

What is "Art"?

'Art' refers to "the way of doing specific things; it indicates how an objective is to be achieved."”
Management like any other operational activity has to be an art. Most of the managerial acts
have to be cultivated as arts of attaining mastery to secure action and results.

The above definition contains three important characteristics of art. They are- 1. Art is the application

of science. It is putting principle into practice,

2. After knowing a particular art, practice is needed to reach the level of perfection. 3. It is undertaken

for accomplishing an end through deliberate efforts.



Judging from the above characteristics of art, it may be observed that- 1. Management while performing
the activities of getting things done by others is

required to apply the knowledge of certain underlying principles which are necessary

for every art.

2. Management gets perfection in the art of managing only through continuous practice.

3. Management implies capacity to apply accurately the knowledge to solve the problems, to
face the situation and to realise the objectives fully and timely.

The above observation makes management an art and that to a fine art.

Management is both a Science as well as an Art

Management is both a science as well as an art. The science of management provides certain
general principles which can guide the managers in their professional effort. The art of
management consists in tackling every situation in an effective manner. As a matter of fact,
neither science should be over emphasized nor art should be discounted; the science and the art
of management go together and are both mutually interdependent and complimentary.
Management is thus a science as well as an art. It can be said that-"the art of management is as

old as human history, but the science of management is an event of the recent past."”
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Q) WHAT ARE THE FUNCTIONS OF MANAGEMENT

Functions of management

A manager is called upon to perform the following managerial functions:

1. Planning

2. Organising

3. Staffing

4. Directing

5. Leadership

6. Communication

7. Motivation

8. Supervision



9. Co-ordination
10. Controlling

1. Planning: Planning is a basic managerial function. Planning helps in determining the course of action
to be followed for achieving various organisational objectives: It is a decision in advance, what to do,
when to do how to do and who will do a particular task. Planning is a process which involves ‘thinking
before doing'. Planning is concerned with the mental state of a manager. He thinks before undertaking
a work. Other functions of management such as organising, staffing, directing, co-ordinating and
controlling are also undertaken after planning. Hart defines planning as "the determination in advance
of a line of action by which certain arc to be achieved." According to Terry, "Planning is the selecting
and relating of facts and the making and using of assumptions regarding the future in the visualisation

and formulations of proposed activities believed necessary to achieve desired results."

Planning is a process of looking ahead. The primary object of planning is to achieve better results. It
involves the selection of organisational objectives and developing policies, procedure, programmes,
budgets and strategies. Planning is a continuous process that takes place at all levels of management. A
detailed planning is done in the beginning but the actual performance is reviewed and suitable changes
are made in plans when actual execution is done. Plans may be of many kinds, such as short range plans,
medium range plans, long range plans, standing plans, single use plans, strategic plans, administrative

plans and operational plans.

The process of Planning involves a number of steps : (i) gathering information ; (ii) laying down
objectives; (iii) developing planning premises; (iv) examining alternative courses of action; (v)

evaluation of action patterns ; (vi) reviewing limitations (vii) implementation of plans.

2. Organising. Every business enterprise needs the services of a humber of persons to look after its
different aspects. The management sets up the objectives or goals to be achieved by its personnel. The

energy of every individual is channelised to achieve the enterprise objectives.

The function of organising is to arrange, guide, co-ordinate, direct and control the activities of other
factors of production, viz., men, material, money and machines so as to accomplish the objectives of
the enterprise. In the words of Koontz and O'Donnel, "Organising that part of managing that involve
establishing and intentional structure of roles for people in an enterprise to fill." Organisation provides
the necessary framework within which people associate for the attainment of business objectives. Louis
A. Allen describes organisation as, "the process of identifying and grouping work to be performed,
defining and delegating responsibility and authority and establishing relationships for the purpose of

enabling people to work most effectively together in accomplishing objectives."

The process of organisation involves the following steps:



(i) to identify the work to be performed;

(i) to classify or group the work ;

(i) to assign these groups of activities or work to individuals;

(iv) to delegate authority and fix responsibility and

(v) to co-ordinate these authority-responsibility relationships of various activities.

The character and type of organisation depends upon the size and nature of the enterprise.

Though there are many types of organisations but generally three types of organisations are in vogue :
(i) Line organisation

(i) Functional organisation; and

(iif) Line and staff organisation

In line organisation authority flows vertically from the top of the hierarchy to the bottom. Under
functional organisation, the work is divided into different departments. Each department deals in one
type of work and it specialises in one work only. A workman has to work under many superiors who
specialise in different functions. Line and staff organisation provides for specialists with line executives.

It is a combination of line and functional form of organisation.

A sound organisation contributes greatly to the continuity and success of the enterprise. However, an

organisation is not an end in itself. The organisation structure should be flexible.

3. Staffing. The function involves manning the positions created by organisation process. It is concerned
with human resources of an organisation. In the words of Koontz and O'Donnel, "staffing is filling, and
keeping filled, positions in the organisation structure through defining work-force requirements,

appraising, selecting, compensating and training. Thus, staffing consists of the following:

(i) Manpower planning i.e., assessing manpower requirements in terms of quantity and quality.
(ii) recruitment, selection and training:

(iii) Placement of man power;

(iv) development, promotion, transfer and appraisal

(v) determination of employee remuneration.

Every manager in an organisation has to perform the staffing function in one form or the other, in order

to get things done through others. But, it is decidedly a difficult managerial function as it concerns



human beings whose behaviour and actions cannot be predicted, and that is why it has become a distinct
and specialised branch of management.

4. Directing. Directing is concerned with carrying out the desired plans. It initiates organised and
planned action and ensures effective performance by subordinates towards the accomplishment of group
activities. Direction is called management in action. In the words of George R. Terry, "Direction is
moving to action and supplying stimulative power to the group.” After planning, organising and
staffing, the manager has to guide and supervise his subordinates. According to Massie, "Directing
concerns the total manner in which a manager influences the actions of subordinates. It is the final

action of a manager in getting others to act after all preparations have been completed."

5. Leadership. A manager has to issue orders and instructions and guide and counsel his subordinates
in their work with a view to improve their performance and achieve enterprise objectives. Leadership
is the process by which an executive or manager imaginatively directs/guides and influences the work
of others in choosing and attaining specified goals by mediating between the individual and organisation
in such a manner that both will get maximum satisfaction. Leadership is the ability to build up
confidence and zeal among people and to create an urge in them, to be led. To be a successful leader, a
manager must possess the qualities of foresight drive, initiative, self-confidence and personal integrity.
Different situations may demand different types of leadership, viz., autocratic leadership, democratic

leadership and free rein leadership.

6. Communication. Communication constitutes a very important function of management. It is said to
be the number one problem of management today. It is an established fact that managers spend 75 to
90 per cent of their working time in communicating with others. Communication is the means by which
the behaviour of the subordinate is modified and change is effected in their actions. The word
‘communication' has been derived from the Latin word ‘communis' which means ‘common’. Thus,
communication means sharing of ideas in common. The essence of communication is getting the
receiver and the sender tuned together for a particular message. It refers to the exchange of ideas,
feelings, emotions and knowledge and informations between two or more persons. Nothing happens in
management till communication takes place. Communication is a two-way process as it involves both
information and understanding. It may be written, oral, gestural. Communication is said to be formal
when it follows the formal channels provided in the organisation structure. It is informal
communication, when it does not follow the formal channels. Communication flows downward from a
superior to subordinates and upward from subordinates to a superior. It also flows between two or more
persons operating at the same level of authority. Communication is essential at all levels of management
for decision- making and planning. It increases managerial capacity and facilitates control. It has been

rightly said that good managers are good communicators and poor managers are poor communicators.



7. Motivation. The term motivation is derived from the word 'motive’ which means a need, or an emotion
that prompts an individual into action. Motivation is the psychological process of creating urge among
the subordinates to do certain things or behave in the desired manner. It is a very important function of

management.

8. Supervision. Supervision is another important element of directing function of management. After
issuing instructions, the manager or the supervisor has to see that the given instructions are carried out.
This is the aim of supervision. Supervision refers to the job of overseeing subordinates at work to ensure
maximum utilisation of resources to get the required and directed work done and to correct the
subordinates whenever they go wrong. Though supervision is performed at all levels of management,
the major responsibility for supervision lies with the first line of management. Sound organisational set
up, effective delegation, human approach, effective communication and management by exception

make supervision effective.

9. Co-ordination. Co-ordination is one of the most important functions of management. It is essential to
channelise the activities of various individuals in the organisation for the achievement of common goals.
Every department or section is given a target to be achieved and they should concentrate only on their
work and should not bother about the work of other organs. It is left to the management to see that the
work of different segments is going according to pre-determined targets and corrective measures have
to be taken if there is any deviation. Co-ordination creates a team spirit and helps in achieving goals
through collective efforts. It is the orderly arrangement of group effort to provide unity of action in the
persuit of common objectives. Dalton McFarland defines co-ordination as the "process whereby an
executive develops an orderly pattern of group effort among his subordinates and secures unity of action
in the pursuit of common purposes.” Co-ordination can be classified under two categories: (i) vertical
and horizontal co-ordination, and (ii) internal and external co-ordination. Whereas vertical co-
ordination is the co-ordination between different levels of management, the term horizontal co-
ordination is used when co- fact that performance of a worker depends upon his ability and the
motivation. There are many strategies adopted by managers for increasing the motivation of
subordinates. According to Michel Jucius, Motivation means the act of stimulating some one or oneself
to get a desired course of action to push the right button to get a desired reaction, a compliment, dollar
raise, a smile, a promise of a rise, a new typewriter, a preferred location or a new desk." Thus, a manager
has to provide some personal incentive to the subordinates to motivate, persuade and inspire them for
contributing their best towards the achievement of enterprise objectives. The incentives to be proved
may be financial such as increase in wages, or non-financial, like better working conditions, job
security, recognition, etc. A sound motivational system must be productive, competitive,
comprehensive and flexible, and it must consider the psychological, social, safety, ego and economic

needs of the workers. Co-ordination has to be achieved between departments of the same level of



authority. Co-ordination is internal when it is between different sections of the same concern and

external when it is required with persons outside the organisation.

10. Controlling. Controlling can be defined as "determining what is being accomplished, that is
evaluating the performance, if necessary, applying corrective measures so that the performance takes
place according to plans. Control is essential for achieving objectives of an enterprise. The planning of
various activities does not ensure automatic implementation of policies. Control is the process which
enables management to get its policies implemented and take corrective actions if performance is not
according to the predetermined standards. If planning is the beginning of the management process,
controlling may be said to be the final stage. If planning is looking ahead, controlling is looking back.
Control is not possible without planning and planning is meaningless without control. Control is a line
function and executives at various levels of management continuously assess the performance of their
subordinates. The main purpose of control is to see that the activity is achieving the desired results. A
control system, to be effective, must conform to the nature of activity, report deviations promptly, reflect

organisation structure, assure corrective action and be economical.
The process of controlling involves the following steps :

(i) establishing standards of performance ;

(ii) measuring actual performance ;

(iii) comparing the actual performance with the standard.;

(iv) finding variances or deviations, if any ; and

(v) taking corrective action or measures.
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