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Vision of the Institute

Development of academically excellent, culturally
vibrant, socially responsible and globally competent
human resources.

Mission of the Institute

e To keep pace with advancements in knowledge and
make the students competitive and capable at the
global level.

e To create an environment for the students to acquire
the right physical, intellectual, emotional and moral
foundations and shine as torch-bearers of
tomorrow's society.

e To strive to attain ever-higher benchmarks of
educational excellence

Vision of the Department

To create Electrical and Electronics Engineers who
excel to be technically competent and fulfil the cultural
and social aspirations of the society.

Mission of the Department

e To provide knowledge to students that builds a strong
foundation in the basic principles of electrical
engineering, problem solving abilities, analytical
skills, soft skills and communication skills for their
overall development.

e To offer outcome based technical education.

e To encourage faculty in training & development and
to offer consultancy through research & industry
interaction.

Program Educational Objectives (PEQ’s)

e PEOL: To produce competent and ethical Electrical
and Electronics Engineers who will exhibit the
necessary technical and managerial skills to perform
their duties in society.

e PEO2: To make graduates continuously acquire and
enhance their technical and socio-economic skills.

e PEOS3: To aspire graduates on R&D activities leading
to offering solutions and excel in various career paths.

e PEO4: To produce quality engineers who have the
capability to work in teams and contribute to real time
projects.

Program Specific OQutcomes (PSO’s)

e PSO1: Apply the concepts of Electrical &
Electronics Engineering to evaluate the
performance of power systems and also to control
industrial drives using power electronics.

e PSO2: Demonstrate the concepts of process control
for Industrial Automation, design models for
environmental and social concerns and also exhibit
continuous self- learning.
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Program Qutcomes (PO’s)
POL1: Engineering Knowledge: Apply knowledge of mathematics, natural science, computing,

engineering fundamentals and an engineering specialization as specified in WK1 to WK4 respectively
to develop to the solution of complex engineering problems.

PO2: Problem Analysis: Identify, formulate, review research literature and analyze complex
engineering problems reaching substantiated conclusions with consideration for sustainable
development. (WK1 to WK4)

PO3: Design/Development of Solutions: Design creative solutions for complex engineering problems
and design/develop systems/components/processes to meet identified needs with consideration for the
public health and safety, whole-life cost, net zero carbon, culture, society and environment as required.
(WKD5)

PO4: Conduct Investigations of Complex Problems: Conduct investigations of complex engineering
problems using research-based knowledge including design of experiments, modelling, analysis &
interpretation of data to provide valid conclusions. (WKS).

PO5: Engineering Tool Usage: Create, select and apply appropriate techniques, resources and modern
engineering & IT tools, including prediction and modelling recognizing their limitations to solve
complex engineering problems. (WK2 and WK6)

POG6: The Engineer and The World: Analyze and evaluate societal and environmental aspects while
solving complex engineering problems for its impact on sustainability with reference to economy,
health, safety, legal framework, culture and environment. (WK1, WK5, and WK7).

PO7: Ethics: Apply ethical principles and commit to professional ethics, human values, diversity and
inclusion; adhere to national & international laws. (WK9)

PO8: Individual and Collaborative Team work: Function effectively as an individual, and as a
member or leader in diverse/multi-disciplinary teams.

PO9: Communication: Communicate effectively and inclusively within the engineering community
and society at large, such as being able to comprehend and write effective reports and design
documentation, make effective presentations considering cultural, language, and learning differences

PO10: Project Management and Finance: Apply knowledge and understanding of engineering
management principles and economic decision-making and apply these to one’s own work, as a member
and leader in a team, and to manage projects and in multidisciplinary environments.

PO11: Life-Long Learning: Recognize the need for, and have the preparation and ability for i)
independent and life-long learning ii) adaptability to new and emerging technologies and iii) critical
thinking in the broadest context of technological change. (WKS8)
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Module-1

Syllabus:
Management

1. Definition

2. Importance - Nature and Characteristics of Management

3. Management Functions

4. Roles of Manager

5. Levels of Management

6. Managerial Skills

7. Management & Administration

8. Management as a Science, Art & Profession
Planning:

1. Nature, Importance and Purpose of Planning,

2. Types of Plans

3. Steps in Planning

4. Limitations of Planning
Decision Making :

1. Meaning
2. Types of Decisions
3. Steps in Decision making.

Chapter (a): Management

1. Definitions of Management:

Management is a multipurpose organ that manages business, manages a manager and
manages workers and work- Peter Drucker

Management is to forecast and to plan, to organise, to command, to co-ordinate and to
control- Henry Fayol

Management is the process of planning, organising, leading and controlling the efforts
of organisation members and of using all other organisational resources to achieve
stated organisation goals- James A F Stoner.

1.1 Management is a process:

A process is defined as systematic method of handling activities.

Often we hear the statements “that company is well managed” or “the company is miss-
managed”.

These statements imply that management is some type of work or set of activities, these
activities sometimes performed quite well and some times not so well.
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*  These statements imply that management is a process involving certain functions and
activities that managers perform.

2. Importance-Nature & Characteristics of Management

e Management is considered as universal process- Applied to all types of institutions-
social, religious, political, military, commercial, bureaucratic etc.

e Management is goal oriented activity- The success of management is measured by the
extent to which the desired objectives are achieved.

e Management is a social process: It deals with managing human beings and their
emotions, talents, attitudes, culture, education etc.

e Management is a coordinating force-It combines individuals goals with organisational
goals

e Management is intangible- It does not have physical force, its presence can be only felt
by the results of its efforts

e Management is dynamic

e Management is multidisciplinary

e Management is a creative activity

e Management is decision making

e Management is a profession

3. Functions of Management

e Forecasting- Estimation of future events. Sales forecast is usually followed by production
forecast and forecasts for costs, finance, purchase, profit or loss.

e Planning- Preparation for action. It anticipates and analyses all the difficulties that are
encountered in running the business and decides in advance how these difficulties can be
overcome.

e Organization- The process of organising involves the following steps:

v Determining all activities required to achieve company objectives

v" Division or grouping of all these activities

v" Selecting people for particular jobs and defining their responsibilities
v’ Giving people enough authority to carry out their responsibilities.

Stafting-Staffing means filling up positions in the organization by appointing competent
and qualified persons for the jobs. It involves:

Recruitment

Selection

Placement

Training

Development of personnel

Developing system for salary structure

DN N NI N N N N

Evaluating employee performance (Appraisal)
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e Directing and motivating- Directing involves guiding and supervising the subordinates
in their activities. Motivating means inspiring people to increase their desire to perform

duties effectively to achieve company goals

e Coordinating- There can be many departments and a large number of workers working
at various levels. Hence coordination is an orderly arrangement of group of effort to
provide unity of action. It can be achieved with the tools such as : Clear cut objectives,
Effective communication between various levels of workers

e Controlling- Controlling means setting standards, measuring actual performance and
taking corrective action if necessary.

e [eadership- It is the ability of an individual or a group of individuals to influence and
guide members of an organization.

e Decision making- It is the course of action chosen from available alternatives.

e Communication-It is a process by which instructions are transmitted, received and
understood by people working in the organization.

4. Role of Management

Roles of Manager
I I
Interpersonal Roles Information Roles Decisional Roles
Figurehead Monitor Entrepreneur
Leader Disseminator Disturbance handler
Liaison Spokesperson Resource Allocator
Negotiator

Interpersonal role: This role is concerned with his interacting with people both organizational

members and outsiders. There are three types of interpersonal roles:

(1) Figure head role: In this role manager has to represent organization in formal matters such
as attending social functions of employees, taking an important customer to lunch and so on.

(2) Leader role: Manager’s leader role involves leading the subordinates motivating and
encouraging them.

(3) Liaison: In liaison role manager serves as a connecting link between his organization and
outsiders.

Information roles: It involves communication. There are three types of informational roles:

(1) Monitor: In his monitoring role, manager continuously collects information about all the
factors which affects his activities. Such factors may be within or outside organization.
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(2) Disseminator: Manager is transmitting information within organization between top
management to lower cadre and vice versa.

(3) Spokesperson: As a spokesperson manager represents his organization while interacting
with outsiders like customers, suppliers, financers, government and other agencies of the
society.

Decisional roles:

1) Entrepreneur: As an entrepreneur, a manager initiates projects to improve the
organization, encourages new ideas and innovations, brings in changes and looks for
sources of funds.

2) Disturbance handler: In this role manager works like a fire-fighter manager contains
forces and events which disturb normal functioning of his organization. The forces and
events may be employee complaints and grievances, strikes, shortage of raw materials etc.

3) Resource Allocator: The manager allocates resources to particular areas in the best
interests of the organization.

4) Negotiator: In his role of negotiator, manager negotiates with various groups in the
organization. Such groups are employees, shareholders and other outside agencies.

5. Levels of Management

There are 3 levels of management.

Board of Directors, Chairman, Chief Executive

Middle Department Heads, Divisional Heads, Section Heads

Lower Senior Supervisor, Front Line Supervisors

1. Functions of Top Management
v" Determine the goals of the organization
Establish policies

v
v" Monitoring performance
v" Judging the results

Functions of Middle Management
To plan details of all operations

To cooperate with top management for the smooth functioning of organization.
To coordinate between various departments

AN N N N

Developing man power for the organization by imparting training
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Functions of Lower Level Management

To plan day-to-day production within the goals laid down by higher authorities.
To assign jobs to workers to make arrangements for their training & development.
To act as a link between management and the workers

Direct supervision of workers and their work

Arrangement of material, tools, facilities etc, for production

DN NI NI NI N

Company Management
Hierarchy

Middle First-line

Hop Managciacit Management management

Supervisor

Vice-President

' Regional Manager

¥
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hierarchystructure.com

Example: ATMECE Trust

ATME Trust

Governing Council

Academic Council

Finance Committee
Purchase Committee
Recruitment Committee
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Store & Purchase Officer Hostel Warden

Transport

Teaching Staff
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6. Managerial SKkills

Top Management Conceptual
skill
: Human
Middle Management ralations:skil
, Technical
Supervisory Level skill

Fig. 1.3  Skill-mix at different management levels

A manger should possess three major skills.
1. Conceptual skill
2. Technical skill
3. Human relations skill

Conceptual skill: Ability to think- Conceptualise the environment, the organisation and his
own job in order to set appropriate goals for the organisation, himself and team.

Technical skill: It refers to a person’s knowledge and proficiency in any type of process or
technique. It includes an understanding of the technicalities of the process of production

Human relations skill: It is the ability to interact effectively with people at all levels

7. Management & Administration
Let us consider the following 3 cases:

* Administration is above management

* Administration is part of management

* Management & administration are same

Case-1: Administration is above management

“Administration is that phase of business enterprise that concerns itself with the overall
determination of institutional objectives & policies necessary to be followed in achieving
those objectives.

“Management on the other hand is an executive function which is primarily concerned with
carrying out broad policies laid down by administration”
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Table: 1.4: Differences between administration and management

Bas is of difference

Adminis tration

M anagement

—_

. Level of organization

Top Level

Middle and Lower Level

N

. Major focus

Policies formulation and objective
determination

Policies execution for
objectives achievements

. Nature of function

Determinative

Executive

Broad & Conceptual

Narrow & Operational

3
4_Scope of functions
5

. Factors affecting decision Mostly external Mostly internal
6. Employer— Employeerelation | Entrepreneurs & Owners Employee
7. Qualities required Administrative Technical

Case-2: Administration is part of management

* Administration is that part of management which is concerned with the installation and

carrying out of procedures by which it is laid down and communicated, and the process
of activities regulated and checked against plans.

* According to this view, administration become a subordinate function to overall

management function.

Case-3: Management & administration are same

* According to the third approach which is the most popular and practical one,

management and administration are same. Both involve the same functions, principles

and objectives.

* The term administrator found its origin in bureaucratic structure of government or in

regulation of some laws.

<& .
& &
<& &
> >
& &
e S

Board of Directors

President

General Manager

Works Manager

Foreman

1.4 Time spent in administrative and managerial functions at different levels
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8. Management: A Science or Art or Profession

* Itis an art in the sense of possessing of managing skill by a person.

« It is a science also because of developing principles or laws which are applicable in a
place where a group of activities are coordinated.

» In fact management is both science and art as it clear from the following discussion.

Case-1: Management: A Science:

e Management as science: Science is a systematized body of knowledge. We call a
discipline, scientific if its

v" Methods of inquiry are systematic and empirical.
v’ Information can be ordered and analyzed
v Results are cumulative and communicable.

e Science is an organised collection of knowledge that emphasises definite universal truths
or the action of comprehensive laws. The central characteristics of science are as follows:
v' The organised body of knowledge: Science is a precise entity of knowledge. Its
systems are based on a purpose and consequence association.
v’ Universal validity: Scientific conventions have global genuineness and application.
v Systems based on experimentation: Scientific conventions are originally formed via
research and then tested via repeated trial and error under the regulated situations

Science denotes two types of systematic knowledge; natural or exact and behavioural or

inexact.

e In exact or natural science (such as physics and chemistry) we can study the effect of
any one of many factors affecting a phenomenon.

e For example, we can study in the laboratory, the effect of heat on density by holding
other factors (like humidity, pressure etc.) constant, whereas in behavioural or in exact
science it is not possible.

e In management we have to study man and number of factors affecting him.

e  For example, we cannot study the effect of monetary incentives on workers productivity,
because in addition to monetary incentives other inseparable factors like leadership
styles, workers need hierarchy and leadership styles will also have simultaneous effect
on productivity.

e At the most we may get only rough idea of the relationship between monetary incentives

and productivity. Therefore, management is in the category of behavioural science.

Case-2: Management: A Art

* Management is the art of getting things done through others in dynamic situations.

* A manager has to coordinate various resources against several constraints to achieve
predetermined objectives in the most efficient manner.

* Manager has to constantly analyze the existing situation, determine objectives, seek
alternatives, implement, and control and make decision.
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* The theoretical lessons on principles, concepts and techniques learnt by a manager in
classroom is not enough to get the aimed results unless he possess the skill (or art) of
applying such principles to the problems.

* The knowledge has to be applied and practised. It is like the art of musician or painter
who achieves the desired results with his own skill which comes by practice.

* Art is the experienced and personal utilisation of subsisting information to accomplish
solicited outcomes. It can be procured via education, research and practice. As art is
involved with the personal utilisation of data some kind of inventiveness and creativity
is needed to follow the fundamental systems acquired. The essential characteristics of art
are as follows:

v" The presence of theoretical knowledge: Art assumes the presence of specific
academic knowledge. Specialists in their particular fields have obtained specific
elementary postulates which are appropriate to a specific sort of art. For instance,
the literature on public speaking, acting or music, dancing is publicly
acknowledged.

v Personalised application: The application of this primary information differs
from person to person. Art, hence, is a highly personalised notion.

v" Based on custom and creativity: Art is practical. Art includes the creative
practice of subsisting intellectual knowledge. We know that music is based on 7
notes. However, what makes the style of a musician different or distinctive is his
performance of these notes in an artistic way that is uniquely his own solution.

Examples of being an artist: Dancer, Potter, Musician, Director, Actor, Designer etc. all
are artist in their respective fields. A manager is also an artist as he applies his personal
knowledge and experience to get the work done from his subordinates.

e Management uses both scientific knowledge and art in managing an organization. As
the science of management increases so should the art of management. A balance
between the two is needed.

Case-3: Management: A Profession

e According to McFarland, “Profession” possesses the following characteristics:
(1) Existence of an organized knowledge.
(2) Formalized method of acquiring training and expertise.
(3) Existence of professional association.
(4) Existence of an ethical code to regulate the behaviour.
(5) Charging of fees based on service with due regard to social interest.

e However, ‘professionalization’ of management started and it is essential nowadays to
acquire some professional knowledge or training. In this regard government of India
has started six national institutes of management and a number of universities and
institutions are offering MBA programmes.

e The profession can be described as an occupation upheld by specific education and
practice, in which entry is limited. A profession has the following features:

* The well-defined theory of knowledge: All services are based on a well-defined form
of education that can be procured through education.

9
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Restricted entry: The entrance to a profession is defined through an examination or
through obtaining an educational degree. For instance, to become a chartered
accountant in India an aspirant has to clear a detailed examination regulated by the
Institute of Chartered Accountants of India (ICAI).

Professional community: All professions are affiliated to a professional association
which controls entry, presents a certificate of training and expresses and supports a
system of government. To be qualified to study in India, lawyers have to become
members of the Bar Council which monitors and regulates their actions.

Chapter (b): Planning

Planning: According to Koontz and O’Donnel “Planning is deciding in advance what to do,
how to do it, when to do it and who is to do it. It bridges the gap from where we are and to

where we want to go. It is in essence the exercise of foresight”.

1. Nature, Importance and Purpose of Planning

Nature of Planning: The nature of planning may be understood in terms of it being a rational

approach, open system, flexibility and pervasiveness.

1.

ii.

Planning: A Rational Approach

Planning is a rational approach for defining where one stands, where one wants to go
in future and how to reach there.

Rationalist denotes a manager chooses appropriate means for achieving the stated
objectives, rational approach fills the gap between the current status and future status.

The difference between two time periods T1 and T2 may be as long as 5 years or as
short as one year.

Desired Position

Status
Planning : Gap
Required
Current
Status
T Time T

Fig. 2.1: Planning for bridging current & desired

Planning: An Open System Approach

e Planning adopt an open system approach.
e Open system approach indicates that the gap between current and desired status

and the action required to bridge this gap is influenced by a variety of
environmental economic, legal, political, technological, socio-cultural and
competitive factors.

10
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e These factors are dynamic and change with time.
iii. Flexibility of Planning:

e The plans must be flexible to adapt to changes in technology, market, finance,
personal and organizational factors.
iv. Pervasiveness of Planning:

e Planning is pervasive and it extends throughout the organization.

e Planning is the fundamental management function and every manager
irrespective of level, has a planning function to perform within his particular area
of activities.

Importance of Planning
Planning is of great importance in all types of organization whether business or nonbusiness,
private or public, small or large. Planning is important because of the following reasons.

i Primacy of planning:

Planning is the first and foremost function of management, other functions follow

planning. Planning establishes the objectives and all other functions are performed
to achieve the objectives set by the planning process as shown

N What kind of
" | organization structure

Which helps to know

v
What kind people
are required

Plans objectives & )] Which affect the kind
how to achieve them v of direction
How effectively &

lead people

In order to assure successed plans

v
N By furnishing
standards of control

Fig. 2.3: Primacy of planning
ii. To minimize risk and uncertainty:

e The organization continuously interacts with the external dynamic environment where
there is great amount of risk and uncertainty.

e In this changing dynamic environment where social and economic conditions alter
rapidly, planning helps the manager to cope up with and prepare for changing
environment.

e By using rational and fact based procedure for making decisions, manager can reduce
the risk and uncertainty.

iil. To focus attention on objectives:

* Planning focuses on organizational objectives and direction of action for achieving
these objectives.

11
Dept of Electrical and Electronics Engineering, ATMECE, Mysuru



Engineering Management and Entrepreneurship-BEE501 2026-27

» It helps managers to apply and coordinate all resources of the organization effectively
in achieving the objectives.

* The whole organization is forced to embrace identical goals and collaborate in
achieving them.

iv. To facilitate control:
* Planning sets the goals and develops plans to achieve them.

» These goals and plans become the standards or benchmarks against which the actual
performance can be measured. Control involves the measurement of actual
performance, comparing it with the standards and initiating corrective action if there is
deviation.

* Control ensures that the activity confirm to plans.
* Hence control can be exercised if there are plans.
V. To increase organizational effectiveness:

» Effectiveness implies that the organization is able to achieve its objectives within the
given resources.

* The resources are put in a way which ensures maximum contribution to the
organizational objectives.

» Effectiveness leads to success.

2. Types of Planning:
Table 2.1: Types of planning

Dimension Types of planning
1. Coverage of activity Corporate and functional planning
2. Importance of contents Strategic and tactical/operational planning
3. Time period involved Long term and short term planning
4. Approach adopted Proactive and reactive planning
5. Degree of formalization Formal and Informal planning

Corporate and functional planning:

* The planning activities at the corporate level which cover the entire organizational
activities are known as corporate planning.

* The focus in corporate planning is to determine long term objectives as a whole and to
generate plans to achieve these objectives bearing in mind the probable changes in
dynamic environment.

Strategic and operational planning:

» Strategic planning sets future directions of the organization in which it wants to proceed
in future.

12
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Strategic planning involves a time horizon of more than one year and for most of the
organization it ranges between 3 and 5 years.

Operational planning also known of tactical planning on the other hand involves
deciding the most effective use of resources already allocated to achieve the
organizational objectives.

Table 2.2: Differences between strategic and operational planning.

Strategic planning Operational planning
It decides major goals and policies 1. It decides the detailed use of resources
of allocation of resources to achieve for achieving these goals
these goals.
It is carried at higher level of 2. ltis carried at lower level of management.
management.
It is long term. 3. ltis short term.
It is based on long term forecasting 4. It is generally based on past performance of
considering the possible impact of the organization and is less uncertain.
political, economical, technological
and competitive factors and is more
uncertain.
It is less detailed. 5. It is more detailed.

Long and short term planning:

The long term planning is strategic in nature and involves more than one year period
and can extend to 15 to 20 years or so.

Short term planning usually covers one year.

Short term plans are made with reference to long term plans because short term plans
contribute to long term plans.

Proactive and reactive plans:

Planning is an open system approach and hence it is affected by environmental factors
which keep on changing continuously.

Proactive planning involves designing suitable courses of action in anticipation of
likely changes of environment. Managers adopting proactive changes do not wait for
environment to change, but take action in advance of environmental changes. For this,
continuous scanning of environment is necessary.

In reactive planning response comes after environmental changes take place. By the
time organization responds to change in environment there may be further change in
environment. Hence this type of planning is suitable in the environment which is fairly
stable over a long period of time.

Formal and informal planning:

Large organizations undertake planning in a formal way. Generally a separate corporate
planning cell is formed at higher level. The cell is staffed by people of different

13
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backgrounds like engineers, economists, statisticians etc., depending upon the nature.
This type of planning is rational, systematic, regular and well documented.

* Informal planning is undertaken generally by small organizations.

» This planning process is based on manager’s experience, intuitions rather than based
on systematic evaluation of environmental changes.

* This planning process is part of manager’s regular activity and is suitable for small
organizations.

Types of Plans
1. Standing plans:

* Standing plans are to be used over & again to lead to the development of policies,
procedures, methods, rules and strategies.

» Standing plans are designed for situations that recur often enough to justify a
standardize approach.

* Ex-bank designs a standing plan to process a loan application.

2. Single use plans:
*  Single use plans are used in specific situations only to produce programmer & budgets.
* Single use plans are generally derived from standing plans.

* Ex-project, budgets, quotas, targets

PLANS
[ |
Single use plans Standing plans
[for non-repetitive activities] [for repetitive activities]
Programmes and Projects, Budgets Mission, Objectives, Strategies,
Policies, Procedures

Fig. 2.3: Types of plans

/Miss ion or purpose\
/ Objectives \
/ Strategies \

/ Policies \

/ Procedures & rules \

/ Programmes & projects \

/ Budgets \
/ CQuotes & targets \

Fig. 2.4: Hierarchies of plans

Difference between standing and single use plans

Basis Standing plans Single use plans

Period They are formed for along period. ~ They are formed for a short period and

discarded when the assignment/project is over. 14

Dept of

Scope They have a wide scope as they They have a narrow scope and they are
involve the whole orqanisation inits ~ formulated for a specific
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3. Steps In Planning

Establishing goals/objectives

Establishing goals/objectives: Establishing planning premises

» Set by upper level managers l
Deciding the planning period

* Objective set depends on the number of factors
like mission of the organization, abilities of the

Identification of alternatives

organization l
» Control process is very easy if the objectives Evaluation and selection of alfernative

are clearly defined. l
Developing derivative/supportive plans

Establishing planning premises l
 Second step in planning Measuring and controlling the process

* Planning premises are planning assumptions—the expected environmental factors,
pertinent facts and information relating to the future such as general economic
conditions, population trends, competitive behavior etc.

* The planning premises can be classified as below:
(1) Internal and External premises.
(2) Tangible and Intangible premises.
(3) Controllable and non-controllable premises.

Deciding the planning period:

Once the long term objectives and planning premises are decided, the next task is to decide the
period of the plan.

The factors which influence the choice of a period are:
* Lead time in development and commercialization of a new product
* Time required for recovering capital investment or the pay back period

* Length of commitment already made

15
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Identification of alternatives:

* A particular objective can be achieved through various actions. For example an
organization‘s objective is to grow further which can be achieved in several ways
like expanding in the same field of business or product line, diversifying in other areas,
joining hands with other organization

Evaluation and selection of alternative:

* Once the alternatives are identified the next step is to evaluate the alternatives in the
light of the premises and goals and to select the best course or courses of action.

» This is done with the help of quantitative techniques and operations research.
» Software packages are available for evaluating alternatives.

Developing derivative/supportive plans:

*  Once the plan is selected, various plans are derived so as it support the main plan.
* The derivative may be planning for buying equipments, buying raw material etc.
*  These derivative plans are formulated out of the main plan and therefore, they support.

Measuring and controlling the process:

* Managers need to check the progress of their plans so that remedial action can be taken
to make plan work or change the plan if it is unrealistic.

* Hence process of controlling is a part of any plan.

LIMITATIONS OF PLANNING:- Following are the limitations of

planning:-

1. LACK OFACCURATE INFORMATION:- The reliability of a plan depends
upon facts & information on which it is based. If reliable information &
dependable data are not available, planning is sure to lose its importance.

2. LACK OFACCURATE FORECAST:- Planning concerns future activity & its
quality will be determined by the quality of forecast of future events. No
manager can predict completely & accurately the events of future, the plans

may cause problems in operation.

3. COMPLEX PROCESS:- Planning is a complex & expensive process. It
demands serious thinking, hard work & time. Some managers do not like to
undergo such a complicated process as they like short-cuts. Such planning
may not yield the desired results.

4. RIGIDITIES:- Planning may result in internal inflexibilities. By limiting
individual freedom, planning may stifle initiative & personal development.
Rigidities appear from managers negligence to revise the plan, policies &
procedures.

Chapter (¢) : Decision Making
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1. Meaning
* Decision-making is the study of identifying and choosing alternatives based on the values
and preferences of the decision maker.

* Decision-making is one of the central activities of management and is a huge part of any
process of implementation.

MEANING OF A DECISION

A decision is a choice between two or more alternatives. This implies three things:

1. When managers make decisions they are choosing—they are deciding what to do on the basis of
some conscious and deliberate logic or judgement.

2. Managers have alternatives available when they are making a decision. It does not require a wise
manager to reach a decision when there are no other possible choices. It does require wisdom
and experience to evaluate several alternatives and select the best one.

3. Managers have a purpose in mind when they make a decision. There would be no reason for
carefully making a choice among alternatives, unless the decision brings them closer to some
goal.

2. Types of Decisions

1. Programmed and non-programmed decisions:

* Programmed decisions are those that are made in accordance to policy, procedure and
rules.

*  These decisions are routine and repetitive and programmed decision are relatively easy
to make.

* Non-programmed decisions are novel and non-repetitive.

» If a problem has not arisen before or if there is no clear cut method for handling it, it
must be handled by non-programmed decision.

2. Major and minor decisions:

» The decisions which have their impact for long-period or which have impact on other
departments are known as major decision.
* Decisions which does not have long term effect or affecting one department are known
as minor decisions
3. Simple and complex decisions:

* Ifvery few variables are to be considered for solving a problem the decision is sample.
» If'the variables are many, then it is a complex decision.
4.Strategic and tactical or operational decisions:

» Strategic decision is a major choice of actions concerning allocation of resources and
contribution to the achievement of organizational objectives.

* Tactical or operational decision is derived out of strategic decision. It relates to day-to-
day working of the organization and is made in the context of well-set policies and
procedures

5. Individual and group decisions:
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*  Decision may be taken either by an individual or group.

* Decisions which are routine in nature, with few variables and definite procedures exists
to deal with them are taken by individuals.

*  On the other hand decisions which have their impact on other departments, which may
result into some changes in the organization, are generally taken by groups.

3. Steps in Decision making

* Recognising

' Measuring and ”
Problems | , | Diagnosing | Sl AL | Decision | | Follow
+ Decidi " | the Problem | ~ AT Comparing —> Implementation| | up
eI Solutions | | Consequences

Priorities

T

The following steps are involved in the process decision making.

Fig. 5.1 Flow diagram of the rafional decision-making process

1. Recognizing the problem: It is necessary to search the environment for the existence

of a problem.
A problem is said to exist;

*  When there is deviation from past experience

*  When there is deviation from plan

*  When competitors outperform

*  When people bring problems to the manager
2. Deciding priorities among the problems:

* A manager might have identified a number of problems.
* All these problems vary in their importance.
* He may find that some of the problems are such that they can be solved by their
subordinates because they are closest to them.
3. Diagnosing the problem:

Symptoms of the problem that are observed by the manager may some times mislead him. The
symptom may lead manager to suspect one part when the defect may lie hidden in another part.

4. Developing alternative solutions or courses of activities: A problem can be solved in

several ways; however all the ways cannot be equally satisfying. If there is only one way of
solving a problem, then no question of decision arises. Therefore decision maker must identify
various alternatives available in order to get most satisfactory result of a decision.
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5. Evaluating alternatives: Once various alternatives are developed, the next step is to

measure and compare their consequences of alternatives using quality and acceptability. The
quality of a decision must be determined considering both tangible and intangible
consequences.

6. Converting the decision into_effective action: This step involves communication of

decisions to the employees. Decision must be communicated in clear and unambiguous terms.
All necessary efforts should be made to secure employees participation in some stages of
decision making.

7. Follow up of action: The manager while converting a decision into effective action should

institute a system of follow-up so that he can modify or alter his decision at the earliest
opportunity.
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Module-2
Organizing and Staffing

Directing and Controlling

Syllabus:
Organizing and Staffing

Organization-Meaning, Characteristics, Process of Organizing, Principles of Organizing, Span
of Management (meaning and importance only), Departmentalization-Process
Departmentalization, Purpose Departmentalization ,Committees- Meaning, Types of
Committees. Staffing-Need and Importance, Recruitment and Selection Process.

Directing and Controlling:

Meaning and Requirements of Effective Direction, Giving Orders; Motivation-

Nature of Motivation, Motivation Theories (Maslow's Need-Hierarchy Theory and
Herzberg s Two FactorTheory; Communication - Meaning, Importance and Purposes of
Communication.

2a. Organizing and Staffing

2.1 Organization

e An organization can be defined as a social unit or human grouping deliberately
structured for the purpose of attaining specific goals.

e An organization can also be defined as the process of identifying and grouping of
the 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 the accomplishment of their objectives.

2.2 Nature of an Organization

e People: An organization is basically made up of group of people, i.e., an identifiable
group of people contributing their efforts towards the attainment of goals.

e Common purpose: Organization exist to achieve certain objectives and people
of an organization share this common purpose.

e Co-ordination: There is a mechanism of co-ordination among people and different
part of the organization.

e Authority: There are different hierarchy levels in an organization which defines
authority of people

e Division of work: The total work of an organizationis divided into smaller activities
in the form of different functions & sub functions.
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Environment: organization are part of a large environment and therefore they
are influenced by external environment

2.3 Characteristics of an Organization

* Has a purpose, goal or goals.

* Has a clear concept of major duties or activities to achieve the purpose.
» Classification of activities into jobs.

» Establishment of relationship between these jobs.

2.4 Purpose of Organization

To facilitate pattern of communication: By grouping activities and people,
structure(organization) facilitates communication between people centered on their
job activities.

To allocate authority and responsibility: It specifies who is to direct whom and who
is accountable for what results. The structure helps the organization members to know
what his role is and how it relates to others role.

To locate decision centers: Organization structure determines the location of decision
making in the organization. For example, a departmental store may leave pricing
decision to the lower level manager while in oil refinery pricing decision is at top level.

To create proper balance: Organization structure creates the proper balance and
emphasis of activities. People responsible for the enterprise success might be placed
higher in the organization.

To stimulate creativity: Organization stimulates independent, creative thinking and
initiative by providing well- defined areas of work with broad attitude of the
development of new and improved ways of doing things.

To encourage growth: The organization structure provide framework within
which an enterprise functions. If the organization structure is flexible, it
will help in meeting challenges and creating opportunities for growth.

To make use of technological improvements: A sound organization structure
which is adoptable to changes can make the best possible use of latest technology.

2.5 Types of Organization

Based on official recognition:

Formal organization
Informal organization
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Differences between Formal & Informal Organization

Item Formal Organization Informal Organization
Origin Official and started with Unofficial & developed
Definite purpose naturally, based on
Individual & group goals
Structure Definite structure with clearly No formal structure
Defined authority &
Responsibility relationship
Control Formal rules & regulation Group norms
Communication | Formal & official channels of Grapevine
communication
Size Can grow to very large size Generally very small

Based on internal structure:

* Line Organization

* Functional organization
* Line & Staff organization
* Committee organization

2.5.1 Line Organization:

Pure Line Organisation

General Manager

‘ Sales Manager I

Assistant Sales
Manager Div.1

Sales people

Sales people

Assistant Sales Assistant Sales
Manager Div.2 Manager Div.3

|

Assistant Sales
Manager Div.4

Sales people
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General Manager

GENERAL MANAGER

Production Manager Finance Manager Marketing Manager
| | |
Superintendent Asst. Finance Manager Asst. Marketing Manager
| | |
Foreman Accountant Sales Supervisor
| | |
Workers Clerks Salesman

Fig. 3.4: Line organization

* It is the basic framework for the whole organization.

» It represents a direct vertical relationship which authority flows.

» This is a vertical structure one person delegate’s authority to his subordinate & who in
turn delegates to his subordinate & so on.

* The line of authority flows vertically downward from top to bottom throughout the
organization. The quantum of authority is highest at the top and reduces at each
successive level.

* Under line organization, each department is generally a complete self-contained unit.
A separate person will look after the activity of the department and has full control
over the department.

* The superior communicates his decision and orders to his subordinates. The
subordinates, in turn, can communicate them to those who are immediately under them.
This type of organization is followed in military.

Advantages of line organisation:

* Simplicity

*  Quick decision and speed of action.

*  Unity of control.

* Clear division of authority and responsibility.
* Discipline and better coordination

e Direct communication.

Disadvantages of line organisation:

* The organization is rigid and inflexible
* Being an autocratic system, managers may become dictators and not leaders.
* There is scope of favor-ism and nepotism.

* Red-tape and bureaucracy.
» Lack of specialization.
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2.5.2 Functional organization

In functional organization the specialists are made available in the top positions
throughout the enterprise.

A functional in charge directs the subordinates throughout the organization in his
particular area of business operation.

In functional organization the specialists are made available in the top positions
throughout the enterprise. It confers upon the holder of a functional position, a limited
power of command over the people of various departments concerning their function.
Functional authority remains confined to functional guidance of different department.
Under functional organization, various activities of the enterprise are classified
according to certain functions like production, marketing, finance, personnel etc., and
are put under the charge of functional specialists as shown.

A functional incharge directs the subordinates throughout the organization in his
particular area of business operation. That means that subordinates receives orders and
instructions not from one superior but from several functional specialists.

Functional Organization

President

Finance Division Product

Manager

R&D
Manager

Marketing

Manager Z

Line
Supervisors

Customer
Service

Production

Development TaaniE

Distribution

anag

The advantages of functional organization

Specialization.

Reduces the burden on the top executives.

Offers greater scope for expansion.

A functional manager is required to have expertise in one function only. This makes it
easy for executive development.
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Disadvantages

* Violates principles of unity of command.

» The operation of functional organization is too complicated.

« It develops specialists rather than generalists.

* Lack of coordination among functional executives which delays decision making.

2.5.3 Line & Staff organization

* In line and staff organization, the line authority remains the same as it does in the line
organization.

* In addition, the specialists are attached to line managers to advice them on important
matters.

* The staff officials do not have any power of command in the organization as they are
employed to provide expert advice to the line

Figure 1
Line-and-Staff Organization

Praesidant Line Authority
—_——— Stafl Authority
Legal Achviscr e r-f—-———————— ——— e — — — A
1
T T H E
B : :
1 1 I H 1 '
Vice Presxient Vice Presxlent Vice President
Sales Production Finance
T
1
: I'—I—| l'—l_l
1
i
1 Production Production Dopear tment Departmant
e e s s g Supervisor Supervisor Hoad Head

* In line and staff organization, the line authority remains the same as it does in the line
organization. Authority flows from top to bottom.

* In addition, the specialists are attached to line managers to advice them on important
matters. These specialists stand ready with their speciality to serve line men as and
when their services are called for to collect information and to give help which will
enable the line officials to carryout their activity better.

* The staff officials do not have any power of command in the organization as they are
employed to provide expert advice to the line manager.

Advantages

* Specialized knowledge

* Reduction of burden on line managers.

* Better decisions, as staff specialists help the line managers
*  Unity of command
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* Flexible when compared to functional organization.

Disadvantages

* Allocation of duties between line and staff is not clear.

* There is generally conflict between line and staff executives.

» Since staff is not accountable, they may not be performing well.

» Difference between orientations of line and staff. Line executive‘s deals with in
problem in a more practical manner while staff, tend to be more theoretical.

2.5.4 Committee organization
* A committee is a group of people who have been formally assigned some
task or some problem for their decision and implementation.
* A committee is a body of persons appointed or elected to meet on an organized basis
for the consideration of matters brought before it.

o

- ‘:\T .S !.‘"i 5-‘2 | EE ! !(-E—i Z “’3 —r

CORRMII

RGANI

COMDMITTEE ORGANISATION STRUCTURE

[Finznce Committee|]e—— BOD +|Executive Committee]
|
|
A
{Parchase Committee [* | Genersl Manager * |Purchsse Committee |
i i L :
Produchon Mark ftt:g Froacce Personel

* A committee is a group of persons performing a group task with the object of
solving certain problems.

*  The area of operation of a committee is determined by its constitution. A committee
may formulate plans, review the performance of certain units or may only have the
power to make recommendation.

* Committees help in taking corrective decision, coordinating the affairs of different
departments and meeting communication requirements in the organization.

2.6 Principles of Organization
Objectives
Specialization

Span of control
Exception

AN

Scalar Principle
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. Unity of command

. Responsibility
. Authority
10. Efficiency
11. Simplicity
12. Flexibility
13. Balance
14. Unity of direction
15. Personal abilities

6
7. Delegation
8
9

Objectives: The objectives of the enterprise influence the organization structure
Specialization: Effective organization must promote specialization.

Span of control :A manager can directly supervise only a limited number of executives
Exception: This principle requires that organization structure should be so designed that

b S

managers are required to go through the exceptional matters only

5. Scalar Principle: This is also known as chain of command. There must be clear lines of
authority running from the top to the bottom

6. Unity of command: Each subordinate should have only one supervisor whose command
he has to obey.

7. Delegation: Proper authority should be delegated at the lower levels of the organization
also.

8. Responsibility: A superior should be held responsible for the acts of his subordinates.

9. Authority :The authority is the tool by which a manager is able to accomplish the
desired objective.

10. 10. Efficiency: The organization should be able to attain the mission and objectives at
the minimum cost.

11. 11. Simplicity: The organization structure should be as simple as possible with
minimum number of levels.

12. 12. Flexibility: The organization should be flexible, should be adaptable to changing
circumstances.

13. 13. Balance: There should be reasonable balance in the size of various departments,
between centralization and decentralization

14. 14. Unity of direction: There must be one objective and one plan for a group of activities
having the same objective.

15. 15. Personal abilities : As organization is a formal group of people there is need for
proper selection, placement and training.

2.7 Departmentalization
* The horizontal differentiation of tasks or activities into discrete segments is called as
departmentalization or departmentation.
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Departmentation involves grouping of operating tasks into jobs, combining of jobs into
effective work group and combining of groups into divisions often termed as
‘departments’.

The aim is to take advantages of division of labour and specialization up to a certain
limit.

There are several ways of Departmentation, each of which is suitable for particular
corporate sizes, strategies and purposes.

The important methods of grouping activities may be summarized as below:

2.7.1 Departmentation by functions

Board of Directors

Managing Director

v I | v

Production Manager Marketing Manager Finance Manager Personnel Manager

Fig. 3.1: Departmentation by functions

This is the simplest and most commonly used base for Departmentation. Each major function
of the enterprise is grouped into a department. For example there may be production, finance,
marketing and personnel department in an organization as shown. All functions related to

production are grouped together to form production department, similarly other departments

are formed on the basis of function.

Advantages

It is simple and suitable for small organization which manufactures limited number of
products.

It promotes specialization.

It leads to improve planning and control.

Manpower and other resources of the company are effectively used.

Drawbacks

It fosters sub-goal loyalty. Department goal becomes important than organizational goal
resulting into interdepartmental conflicts.

Difficult to set up specific accountability and profit centers within functional
departments with the result that performance cannot be accurately measured.

2.7.2 Departmentation by product:
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The grouping of activity on the basis of product or product lines is followed in multi-lines large
scale organizations. All activities related to a particular product line may be grouped together
under the direction of a semi-autonomous division manager as shown.

Board of Directors

Chief Executives

Production Manager Marketing Manager Finance Manager Personnel Manager

Product A Product B Product C

Fig. 3.2: Departmentation by product

Advantages

* It focuses individual attention on each product line.

» It leads to specialization of physical facilities on the basis of product which

* results in economy.

» It is easier to evaluate and compare the performance of various product division.
» It keeps problems of production isolated from others.

2.7.3 Departmentation by customers:

» This is used in the enterprises engaged in providing specialized services to different
classes of customers. Management groups the activities on the basis of customers to
cater to the requirements of clearly defined customer groups.

* For example, an automobile service company may organize its departments as heavy
vehicles servicing division, car servicing division and scooter servicing division.

*  Similarly an educational institute may have departments for regular courses, evening
and corresponding courses etc.

2.7.4 Departmentation by territory:

Under this classification, the market area is broken up into sales territories and a responsible
executive is put in-charge of each territory. The territory may be known as district, division or
region. The field salesmen under respective regions report to their corresponding sales
supervisors, if any, who are reporting to their respective regional managers.
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Sales Manager

Manager Northern Manager Eastern Manager Southern Manager Western
Region Region Region Region

Fig. 3.3: Departmentation by territory
2.7.5 Departmentation by Process:

* Departmentation is done on the basis of several discrete process or technologies
involved in the manufacture of a product.

* For example, a vegetable oil company may have separate departments for crushing,
refining and finishing.

*  Atextile mill may have departments for ginning, spinning, weaving and dyeing.

* A work that would otherwise be done in several different locations in an enterprise is
done in one place because of special equipments used.

Edible oil production line

A
e nr ad

B R o et e Sl L Y

Ol seeds Oil press Oil extraction  Oil refinery Edible oal

2.8 Committee

* “A committee is a group of persons performing a group task with the object of solving
certain problems”. The area of operation of a committee is determined by its
constitution.

* A committee may formulate plans, review the performance of certain units or may only
have the power to make recommendation.

* Committees help in taking corrective decision, coordinating the affairs of different
departments and meeting communication requirements in the organization.
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* Committees can be broadly classified into advisory committees and executive
committees. Advisory committees have only a recommender’s role and cannot enforce
implementation of their advice or recommendation.

* The examples of advisory committees are works committees, finance committees etc.,
Whenever committees are vested with line authority, they are called as executive
committees.

* Unlike advisory committee, executive committees not only take decisions but also
enforce decisions and thus perform a double role of taking decision and ordering its
executive. The board of directors of a company is an example of an executive
committee.

2.8.1 Types of Committee
Advisory committees
* Committees are assigned with staff authority

*  Only have a recommendation role and cannot enforce implementation of their advice
or Recommendation

* Examples of advisory committees formed in business enterprises: works committees,
sales committees, finance committees etc.

Executive committees:
* Not only take decisions but also enforce

» Assigned with the line of authority decisions and thus perform a double role of taking
a decision and ordering its execution.

* Example: Board of directors is an example of an executive committee. Are also
classified as standing committees or ad-hoc task forces.

Standing committees:

* Are formed to deal with current organizational problem. Example: finance committee
in a company, loan approval committee in a bank etc. Members of this committee are
chosen because of their title or position, instead of individual qualifications or skills.

Ad-hoc committees:

* Have a short duration, dissolved after the task is over, or the problem is solved and their
members are chosen for their skills and experience

Advantages of Committees

* Committees provide a forum for the pooling of knowledge and experience of many
persons of different skills, ages and backgrounds.

* Committees are excellent means of transmitting information and ideas both upward
and downward.
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* Committees are impersonal in action and hence their decisions are generally
unbiased and are based on facts.

*  When departmental heads are members of committee, people get an opportunity to
understand each others problems and hence improve coordination.

Weaknesses of Committees

* In case a wrong decision is taken by committee, no one is held responsible which
may results in irresponsibility among members.

*  Committees delay action

» Committees are expensive form of organization.

» Decisions are generally arrived at on the basis of compromise and hence they are
not best decision.

2.9 Authority, Power and Responsibility

In all organized efforts, managers get the things done by others. It means that the managers
should have some right by which they get the things done. This right® is technically known as
what we call Authority‘, which every manager must have to perform his function effectively.
Without authority a manager cannot function. Authority is a legal or rightful power, a right to
command or to act. If the subordinates does not obey, the superior has right to take disciplinary
action.

The power may be defined as the capacity or ability to influence the behaviour of other
individuals. If a person has a power, it means that he is able to influence the behaviour of others.
The essence of power is control over the behavior of others. The difference between authority
and power are given in table

Table 3.1: Difference between authority and power

Authority Power

(1) It is the institutionalized right of a It is ability of a person to influence others.
superior to command and compel his
subordinates to perform a certain act.

(2) It rests in the position It rests in the individual.
(3) It is delegated to an individual by It is earned by individual
his superior.
(4) It is well defined It is undefined and infinite.
() It is what exists in the eye of law. It is what exists in fact. It is a de facto concept.

Responsibility is defined as the obligation of a subordinate, to whom a duty has been assigned,
to perform the duty. The essence of responsibility is then obligation. Responsibility arises from
a superior subordinate relationship, from the fact that some one has the authority to require
specified service from another person. Responsibility is divided into two parts namely:
operating responsibility and ultimate responsibility. The subordinates assumes only operating
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responsibility and superior retains ultimate responsibility. If the subordinate fails to perform
the job (operating responsibilities) the superior is held responsible for this failure (Ultimate
responsibility)

2.10 Centralization and Decentralization

Centralization: refers to systematic reservation of authority at central points within the
organization. Centralization means retention or concentration of managerial authority
in few key managerial positions at the nerve centre of an organization i.e., at the top
level. Everything that goes to reduce the subordinate’s role in decision making is
centralization.

The advantage of such a structure is, it allows employees to have a well-defined
framework within which all work needs to carried out.

The disadvantage of such a structure is that it increases the time taken to arrive at a
decision. As decision-making authority lies with selected people from top
management, it may result in biased decision making.

Decentralization: means dispersal of decision-making power to lower levels of the
organization. In decentralized setup, ultimate authority to command and ultimate
responsibility for the results is localized as far down in the organization. According to
Allen “Decentralization refers to the systematic effort to delegate to the lower levels all
authority except that which can only be exercised at central points”. In decentralized
setup large number of decision, important decisions in large number of areas are made
consulting few people.

The following are the advantages in decentralization:

It eases the burden of top level managers.

Decentralization permits quicker and better decision making.

With decentralization capable managers can be developed

Promotes participation in decision making and improves morale and motivation.
Decentralization facilitates diversification of products.

Disadvantages of decentralization:

It increases administrative expenses.
It may create problems in bringing coordination among various units.
It may bring about inconsistencies in the company, because uniform procedures may
not be followed for the same type of work in various divisions.
Difference between Centralisation and Decentralisation
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Parameter Centralised Decentralised
Collecting system Large diameters, long distances Small diameters, short distances
Requirements space Large area in one place Small areas in many places
Operation and maintenance  Full time technical staff requirements Less demanding, can be monitored remotely
Uniformity of water Many types of water More uniform water
g Less control over the stormwater, more More control over the stormwater, more
Dilution grade diluti _
ilution concentrate
Risk Risk on a larger scale Risk distributed
Water transfer Increase the needs for water transfer Water 15 used and reused in the same area
Social control Social control is lost More social control

High costs, more complexity to

Ease of expansion . .
' llllpll![lll.‘,'n[i.ﬂll'}]l

Low cost, less complexity to
implementation

Potential to reuse All water is concentrated in one point

Water can be reused locally

Source: Adapted by CODESAB (2011)

2.11 Span of Control

* The span of control indicates the number of subordinates who can be successfully
directed by a supervisor. It is often referred to as span of management, span of

supervision, span of authority. Span of management is important because of two

reasons. First is span of management affects the efficient utilization of managers and

the effective performance of the subordinates.

* If the span is too wide, managers are overburdened and subordinates receive little

guidance. If the span of management is too narrow, the managers are under utilized and

subordinates are over controlled.

Sales manager

Salesmen

Sales manager

Asst. Sales manager Asst. Sales manager

Asst. Sales manager

Fig. 3.7: Decrease in span of control increases the number of levels
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Suppose a sales manager has 12 salesmen reporting to him, his span of management is 12. If
he feels that he is not able to work closely enough with each salesman and decides to reduce
the span by adding three assistant managers — each to supervise four salesmen then his span

of management is three as shown in fig

2.11.1 Factors Affecting the Span of Management
The following are some of the factors which influence the span of management:

(1) Ability of the manager: Some managers are more capable than others and hence can
handle a large number of subordinates.

(2) Ability of the employees: 1f employees are more competent, less attention from the
managers is required and a larger span of management can be used.

(3) Type of work: If employees are doing similar jobs, the span of management can be
large. If their jobs are quite different, a small span may be necessary.

(4) Geographic location: If all subordinates are located at the same place span of
management can be large. If subordinates are geographically distributed, a lower span
is essential.

(5) Well-defined authority and responsibility: Clear-cut authority and responsibility
helps a manager to supervise large number of subordinates.

(6) Level of management: The span of management is narrow at higher level of
management, and span can be wider at lower levels.

(7) Economic considerations: Narrow the span, taller is the structure is more is the cost. On
the other hand, wider span reduces the number of levels and cost.

2.12 Meaning of Staffing

Filling and keeping the positions with right people is the staffing phase of the management
function. Staffing involves the determination of manpower requirements of the enterprise and
providing it with adequate competent people at all levels. The staffing function performs the
following sub functions:

(1) Manpower planning.

(2) Recruitment

(3) Selection of the best qualified from those who seeks job,
(4) Training and Development.

(5) Performance appraisal and compensation.
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2.13 Nature and Importance of Staffing

Increasing size of organization: Advancement in science and technology has given rise to
large scale companies employing thousands of employees. The performance of the company
depends on the quality and character of the people. This has increased the importance of
staffing.

Advancement of technology: In order to make use of latest technology, the appointment of
right type of persons is necessary.

Long-range needs of manpower: In some industries, labour turn-over is high.

The management is required to determine the manpower requirement well in advance.
Management has also to develop the existing personal for future promotion. The role of staffing
has also increased because of shortage of good managerial talents.

Recognition of human relations: The behaviour of individuals has become very complicated
and hence human aspect of organization has become very important. Employees are to be
motivated by financial and non-financial incentives. Right kind of atmosphere should also be
created to contribute to the achievement of organizational objectives. By performing the
staffing function, management can show the significance it attaches to the man power working
in the enterprise.

2.14 Recruitment

Recruitment is the process of identifying the sources for prospective candidates and to stimulate
them to apply for the jobs. It is a linking activity that brings together those offering jobs and
those seeking jobs. Recruitment refers to the attempt of getting interested applicants and
providing a pool of prospective employees so that the management can select the right person
for the right job from this pool.

The various sources of recruitment are divided into two categories:
(1) Internal Sources.
(2) External Sources.

Internal sources

It involve transfer and promotion. Transfer involves the shifting of an employee from one job
to another. Many companies follow the practice of filling higher jobs by promoting employees
who are considered fit for such positions. Filling higher positions by promotion motivates
employees, boosts employee’s morale.

External Sources
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(1) Direct recruitment: An important source of recruitment is direct recruitment by placing a
notice on the notice board of the enterprise by specifying the details of the jobs available. This
is also known as recruitment at factory gate.

(2) Unsolicited applications: Many qualified persons apply for employment to reputed
companies on their own initiative. Such applications are known as unsolicited applications.

(3) Advertising: Large enterprises particularly when the vacancy is for higher post or there are
large number of applications use this source where advertisements are made in local and
national level newspapers. This helps in informing the candidates spread over different parts
of the country. The advertisement contains information about the company, job description, and
job specialization etc.

(4) Employment agencies: This is the good source of recruitment for unskilled and semiskilled
jobs. In some cases, compulsory notification of vacancies of employment exchange is required
by the law. The employment exchanges bring job givers in contact with job seekers.

(5) Educational institutions: Many jobs in business and industries have become increasingly
varied and complex which need a degree in that particular area. That is why many big
organizations maintain a close liaison with the colleges, vocational institutes and management
institutions for recruitment of various jobs.

(6) Labour contractor: Often unskilled and semiskilled workers are recruited through labour
contractors.

(7) Recommendations: Applicants introduced by friends, relatives and employees of the
organization may prove to be a good source of recruitment. Many employers prefer to take
such persons because something about their background is known.

2.15 Selection

The process of selection leads to employment of persons having the ability and qualifications
to perform the jobs which have fallen vacant in an organization. It divides the candidates into
two categories; those will be offered employment and those who will not be.

The steps involved in selection procedure are discussed below.

(1) Receipt of applications: Whenever there is vacancy, it is advertised or enquires are made
from suitable sources and applications in standard form are received from the candidates. The
applications give preliminary idea of the candidates like age, qualifi- cations, experience etc.,
Standard forms make the application processing very easy.

(2) Screening of applications: Applications received from the candidates are screened by the
screening committee and a list of candidates to be interviewed is prepared. Applicants can be
called for interviews on some specific criterion like sex, desired age group experience and
qualification. The number of candidates to be called for interview is five to seven times the
number of vacant positions to be filled.
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(3) Employment tests: Employment tests help in matching the characteristics of individuals
with the vacant jobs so as to employ the right kind of people. Intelligent tests, Aptitude tests,
proficiency tests, personality tests, interest tests etc. may be used for this purpose.

(4) Interviews: Interview may be used to secure more information about the candidate. The
main purpose of interview is to find out the suitability of the candidate, to seek more
information about the candidate, to give an accurate picture of the job with details of terms and
conditions. In addition, interview help to check the information given by the applicant in the
application and to assess the capability and personality of the applicant. The number of persons
in the panel is generally about two to three times the number of vacancies to be filled up.

Prior to final selection, the prospective employer normally makes an investigation about
applicants past employment, education, personal reputation, police record, Medical and
physical examination

Final selection: After a candidate has cleared all the hurdles in the selection procedure, he is
formally appointed by issuing him an appointment letter or by concluding with him a service
agreement. The appointment letter contains the terms and conditions of employment, pay scale
and other benefits associated with the job.

2.16 Steps in Selection Process

STEPS IN SELECTION PROCESS

— Candidate Preliminary .
summary sheet 'nterV'EW(Conéa ;
VC, Telephonic)

Medical Selection
chk .up decision

1

|

SHETNRIVANE 4mm Ref. chk

Offer letter release (Spot Employment

Slry .Negotiation Offer, Offer thru’ email) Contract

The diagram you provided outlines the employee selection process in a structured
format. Here are the points based on the diagram:

Resumes:
Collection of resumes from applicants.

Candidate Summary Sheet:
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Compilation of a summary sheet containing key details of each candidate.
Preliminary Interview:

Initial screening interviews conducted via conference call (Concall), video conference (VC),
or telephone.

Purpose: To assess basic qualifications and fit for the role.

Shortlist:

Candidates who pass the preliminary interview are shortlisted for further evaluation.
Reference Check (Ref. chk):

Verification of the candidate’s employment history and credentials through references.
Final Interview (Final Intrv.):

In-depth interviews conducted to evaluate the candidate’s suitability for the role in greater
detail.

Selection Decision:

Decision-making process to select the most suitable candidate for the job.
Medical Check-Up (Medical chk. up):

Health assessment to ensure the candidate is fit for the job.

Salary Negotiation (Slry. Negotiation):

Discussion and agreement on salary and other compensation details.
Offer Letter Release:

Issuance of the job offer to the selected candidate.

Can be a spot offer or sent through email.

Employment Contract:

Finalization and signing of the employment contract between the candidate and the employer.

This structured approach helps ensure that each candidate is thoroughly evaluated and that
the best possible hiring decision is made.

Chapter: b
Directing and Controlling

2.17 Directing
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Direction is a vital managerial function, performed by every manager. Whenever decision is
taken, it must be converted into action by proper implementation. Effective implementation of
a decision is made possible by directions.

Direction may be defined as a function of management which is related with instructing,
guiding and inspiring human factor in the organization to achieve organizational mission and
objectives. There are three elements of direction, namely communication, leadership and
motivation.

According to Koonz and O’Donnel, “Direction is a complex function that includes all those
activities which are designed to encourage subordinates to work effectively and efficiently in
both the short and long term”.

2.17.1 Nature or Characteristics of Direction

1. It is a Dynamic Function: Directing is a dynamic and continuing function. A
manager has to continuously direct, guide, motivate and lead his subordinates.
With change in plans and organizational relationships, he will have to change
the methods and techniques to direction.

2. ItInitiates Action: Directing initiates organized and planned action and ensures
effective performance by subordinates towards the accomplishment of group
activities. It is regarded as the essence of management-in-action.

3. It is a Universal Function: Directing is auniversal function that is
performed in all organizations and at all the levels of management.
All  managers have to guide, motivate, lead, supervise and communicate with
their subordinates, although more time is spent on directing at higher levels of
management

4. It provides necessary link between various Managerial Functions: Directing
links the  various managerial functions of planning, organizing, staffing and
controlling. Without directing the function of controlling will never arise and the
other preparatory functions of management will become meaningless.

5. It is Concerned with Human Relationships: The direction function of
management deals with relationship between people working in an organization. It
creates co-operation and harmony among the members of the group. It seeks to
achieve orderly arrangement of group effort to provide unity of action in the pursuit of
common objectives.

2.17.2 Principles of Directing

1) Harmony of objectives: Individuals and organization have their own objectives. The
management should coordinate the individual objectives with the organizational objectives.
Directions can integrate their objectives with organizational objectives.
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2) Unity of direction or command: An employee should receive orders and instructions only
from one superior. If not so, there may be indiscipline and confusion among subordinates and
disorder will ensue.

(3) Direct supervision: Managers should have direct relationship with their subordinates. Face
to face communication with the subordinates will ensure successful direction.

(4) Effective communication: The superior must ensure that plans, policies, responsibilities
and orders are fully understood by the subordinates in the right direction.

(5) Follow through: Direction is a continuous process. Mere issuing orders or instructions are
not an end itself. Follow is necessary, so the management should watch whether subordinates
follow the orders and whether they face difficulties in carrying out the orders or instructions.

2.17.3 Elements of Directing

» Leading: It refers to an art of transferring facts, ideas, feeling, etc. from one person to
another and making him understand them. A manager has to continuously tell his
subordinates about what to do, how to do, and when to do various things.

» Communicating: It refers to influence others in a manner to do what the leader wants
them to do. Leadership plays an important role in directing. Only through this
quality, a manager can inculcate trust and zeal among his
subordinates.

> Motivating: It refers to that process which excites people to work for attainment of
the desired objective. Among the various factors of production, it is only the
human factor which is dynamic and provides mobility to other physical
resources.

2.19 Motivation Theories

e Motivation is inspiring the subordinates to contribute with zeal and
enthusiasm towards organizational goals.

e Performance of an employee : Performance =Ability x willingness.

e Motivation is enhancing the willingness to work which improves the
performance

Motivational Theory types includes:
1.  Maslow’s Need Hierarchy Theory
ii.  Hertzberg’s Two Factors Theory

iii.  McClelland’s Achievement Theory
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iv.  Victor Vroom’s Expectancy Theory
v.  Adam’s Equity Theory

vi.  Carrot and Stick Approach

i. Maslow’s Need Hierarchy Theory:

An unsatisfied need is the starting point in the motivation process.
Physiological needs:
The basic needs for sustaining human life itself, such as food, water, shelter and sleep.

Until these needs are satisfied to the reasonable degree
necessary to maintain life, other needs will not motivate
people.

Security or safety needs:

* People want to be free of physical danger and of the Esteem needs

fear of losing job, property or shelter.

/ Social needs \

Social needs:
+ Since people are social being, they need to belong, to / Security needs \

be accepted by others.

/ Physiological needs \

Esteem needs:
Once people begin to satisfy their need to belonging, Figure 4.2: Hierarchies of needs

they tend to want to be held in esteem both by themselves and by others. This kind of
need produces such satisfaction as power, prestige and status.

Self-actualization needs:

» It is desire to become what one is capable of becoming- to maximize one’s potential
and to accomplish something.

According to Maslow, people attempt to satisfy their physical need first. As long as the
needs are unsatisfied, they dominate behavior. As they become reasonably satisfied, they loose
their motivational power and the next level i.e., security needs becomes the dominant
motivational force. This process continues up the need hierarchy.

ii. Hertzberg’s Two Factors Theory

» Fredrick Hertzberg and his associates have proposed a two factors theory of
motivation.

» In one group of needs are such things as company policy and administration,
supervision, working conditions, interpersonal relations, salary, job security and
personal life. These are called as dis-satisfiers and not motivators.
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>

ii.

If they exist in a work environment, they yield no dissatisfaction. Their
existence does not motivate but their absence result dis-satisfaction. Hertzberg
called these factors as hygiene or maintenance factors.

The second group he listed certain satisfiers and therefore motivators, which are related
to job content. They include achievement, recognition, challenging work, advancement
and growth in the job.

The first group of factors (the dissatisfies) will not motivate in the organization, yet
they must be present otherwise dissatisfaction will arise.

The second group or the job content factors are real motivators because they have the
potential of yielding a sense of satisfaction.

It means managers must give considerable attention to upgrading job content.
Table 4.1: Hygiene factors and motivators

Hygiene factors Motivators
Status Challenging work
Interpersonal relations Achievement
Quality of supervision Responsibility
Company policy and administration Growth in the job.
Working conditions Advancement
Job security Recognition
Salary

Mec Clelland’s need theory

McClelland conducted the Thematic Apperception Test, based on which he suggests
that needs are overpowered through self-concept, social norms, and past experience.
According to this theory, needs can be learned. The Three primary needs in this theory

are.

» Need for Power- people possessing these needs have leadership quality, power
of influencing and controlling others.

* Need for Achievement- people possessing these needs are keen to take risks,
challenging tasks and have the desire to excel.

* Need for Affiliation- people who possess these needs desire for close

interpersonal relations, enjoy a sense of intimacy and avoid being rejected.

High-level managers generally possess a need for achievement and power,
therefore, employees with a high desire to succeed are supposed to be highly
motivated unlike employees with a low desire to succeed.

Victor Vroom’s Expectancy Theory
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People’s motivation towards doing anything will be determined by the value they place
on the outcome of their effort multiplied by the confidence they have that their
efforts will materially aid in achieving a goal.

Force = Valence x Expectancy

valance is the strength of an individual performance for an outcome

expectancy is the probability that a particular action will lead to a desired outcome

Thus, the expectation theory concentrates on the subsequent three relationships:

Effort-performance relationship: what’s the likelihood that the individual’s effort is recognised

in his achievement assessment?

Assessment-reward relationship: It talks about the extent to which the worker believes that

getting a direct performance appraisal results in organisational rewards.

Rewards-individual goals relationship: it’s all about the attractiveness or appeal of the potential

reward to the individual.

Vroom believed that employees consciously decide whether to perform or not at work. This

decision solely trusted the employee’s motivation level, which depends on expectancy, validity,

and instrumentality.

iii.

Adam’s Equity Theory
This theory points out that people are motivated to maintain fair relationship between

their performance and reward in comparison to others. For the comparison of his
performance and reward with others, people use equity

In this theory, equity is defined of as a ratio between the individuals job inputs (such as
effort, skill, experience, education and skill) compared to the rewards others are
receiving for similar job inputs.

Person's Reward B Others Reward

Person Input Others Input
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vii.

Dissatisfaction
reduced output.
Quit organization

Inequitable
rewards

Continuation at

Equitable

_Balance or d same level of
imbalance of rewards output
rewards
gg&?t;ﬁﬁan Harder work
rewards discounted reward

Fig. 4.3: Equity theory

It explains how individuals seek fairness in their work relationships. People compare
their input (effort, skills) to their outcomes (salary, benefits) with others. Perceived
inequity leads to actions like changing effort, asking for raises, or even quitting.
Ensuring fairness enhances motivation, job satisfaction, and productivity, making it
crucial for effective management.

McClelland's Achievement Theory

The need for achievement: A person with need for achievement is concerned with
setting moderately difficult but potentially achievable goals. He does most of the things
himself rather than getting them done by others.

The need for affiliation: need for affiliation reflects a desire to interact socially with
people.

The need for power: need for power, concentrates on obtaining and exercising power
and authority.

Applications:

Employee Placement: Matching individuals' dominant needs with job roles enhances
satisfaction and performance.

Leadership Development: Understanding these needs helps develop effective leaders
by focusing on their motivations.

Team Dynamics: Balancing needs for achievement, affiliation, and power improves
collaboration and productivity.

viii . Carrot and Stick Approach

Carrot and Stick approach of motivation comes from the old story that the best way to
make a donkey move is to put a carrot out in front of him or job him with a stick from
behind. The carrot is the reward for moving and the stick is the punishment for not

moving. The carrot and stick approach of motivation takes the same view.
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e In motivating people for behaviour that is desirable, some carrots, rewards are used
such as money, promotion and other financial and non-financial factors; some sticks,

punishments are used to push the people for desired behaviour.

2.20 Communication: Meaning and importance

» The process of exchange of information, ideas and opinions which bring about
integration of interests aims and efforts among the members of a group organized
for achievement of predetermined goals.

» Process of passing information and understanding from one person to other person.

* The sender of the message: Communication begins with a sender, who has a thought
or idea which is then encoded in a way that can be understood by both the sender and
the receiver

*  Use of channel to transmit the message: The information is transmitted over a channel
that links the sender and receiver. The message may be oral or written and it may be
transmitted through a memorandum, a computer, telephone, telegram or television.

» The receiver of the message: The receiver has to be ready for the message so that it
can be decoded into thought. The next step in the process is decoding in which the
receiver converts the message into thought.

Feedback

1

L . Transmission !
of message !

1

Fy

Noise

Figure 4.4: A communication process model

Noise and feedback in communication

o Communication is affected by noise -whether in the sender, the transmission or the
receiver that hinders communication

o To check the effectiveness of communication, a person must have feedback. One never
is sure whether or not a message has been effectively encoded, transmitted and decoded
or understood until it is confirmed by feedback. Similarly, feedback indicates whether
individual or organizational change has taken place as a result of communication.

2.20.1 Types of Communication

Downward communication: Downward communication flows from people at higher level
to those at the lower levels in the organizational hierarchy.
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Upward communication: Upward communication travels from subordinates to superiors.
Upward communication is generally nondirective. Typical means of upward
communications are suggestion systems, appeal and grievance procedures, complaint
systems etc.

Horizontal communication: It refers to transmission of information among positions of
the same level. Horizontal communication helps to coordinate the activities of different
departments.

2.20.2 Importance of communication

Planning Organizing Staffing Leading Controlling

Communication

External Environment
Customers
Suppliers

Stock holders
Government
Community
Others

Fig. 4.5: The purpose of communication

(1) Every aspect of manager‘s job may it be planning, organizing, staffing, directing and
controlling involves communication. Researches have shown that about 75 per cent of the
manager*s time is spent in communication.

(2) Nothing contributes so much to managerial effectiveness as effective communication.
Managers do not deal with _things* but with _information about things‘.

(3) However, the decision at the top are, they will serve no purpose unless the manager
successfully communicate the implications of these decisions to the subordinates who are
to implement them.

(4) Communication is the essence of organized activity. It is the basis of direction and
leadership. The managers have to communicates to give instructions, orders, to assign jobs
and to fix responsibility.

(5) Communication renders the complexity of business intelligible and workable.

(6) The better the communication, the more efficient the work performance. Good
communication not only obtains manager*s effectiveness but organizational effectiveness
too.

7) Communication can be categorized into three main forms: oral, written, and verbal. Oral
communication includes face-to-face conversations, telephone calls, and video
conferencing, allowing for immediate feedback and personal interaction.
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Communication Barriers

1. Physical Barriers:

Distance: Being far apart makes communication harder.

Noise: Background sounds can disrupt talking.

Technical Issues: Problems with phones or internet can interrupt communication.

[\S}

. Psychological Barriers:

Emotions: Feelings like anger or happiness can affect how we communicate.

Perception: Personal views and biases can change the meaning of a message.

Fear and Anxiety: Nervousness can stop people from communicating well.

(98]

. Language Barriers:

Jargon: Technical terms may be confusing.

Language Differences: Speaking different languages or having strong accents can lead
to misunderstandings.

N

. Cultural Barriers:

Cultural Norms: Different backgrounds can cause different interpretations.

Nonverbal Cues: Body language and gestures can mean different things in different
cultures.

5. Organizational Barriers:
* Hierarchy: Strict organizational structures can hinder communication.
* Bureaucracy: Too many formalities can slow down message delivery.

6. Attitudinal Barriers:

Prejudices: Preconceived notions can prevent open communication.

Lack of Interest: Disinterest in the topic can block effective communication.

7. Interpersonal Barriers:

Poor Relationships: Conflicts and mistrust can hinder the flow of information.

Inadequate Feedback: Lack of responses can prevent understanding.

o0

. Technological Barriers:

Over-reliance on Technology: Too much dependence on gadgets can reduce personal
interaction.

Information Overload: Too much information can be confusing
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