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Management Science

Student Activity 1

“Every Manager spends a part of his time in performing administrative
management functions and the remaining time on operative management
functions.” Support this statement elaborately and state the difference between
management and administration.

Professionalisation of Management in India

There is a strong case for professionalisation of management in India because of the
following reasons:

(i) Professionalisation will define the duties and responsibilities of managers
precisely. This will help in laying down standards of education and training for
future mangers. -

(i) Professionalisation would improve the quality of management education and
training. More talented and dynamic young persons would be attracted to adopt
management as a career.

(i1i) Professionalisation would help in regulating the conduct of professional
managers. This would strengthen ethical practices by the organizations.

(iv) Professionalisation of management would improve the status and prestige of
managers. It would remove the impression that managers are interested only in
maximising wealth of sharecholders. They would be seen as catalyst of change
in the economy.

(v) Business environment in future will be more challenging because of
technological innovations, abrupt changes in economic policies of the
government, rise of multinational corporations and increasing consciousness
on the part of consumers and workers. Only the professional managers would
be able to meet such challenges.

Besides the above factors, two more factors have contributed to the move towards
professionalisation of management in India. First, the growth of private sector has
been faster than that of the business families controlling about three-fourth of the
private sector. Secondly, the growth of the public sector has given an honourable
place to the professional managers in the industrial enterprises run by the Government.

It has come to be realized in India that management is a key factor in the development
of the economy. Social and economic transformation is taking place at a very rapid
speed. The expectations of the people from the business have changed and they have
found the ways to express their expectations. People and their elected representatives
have made the business enterprises understand their social obligations. No business
enterprise can perform its social obligations unless it is managed by professional
managers. Moreover, management of industrial enterprises has become a very complex
job because of a number of factors including tough competition in the market, growth

{ trade union movement, increase in literacy level of the worker, and increasing
participation of Government in business. All these factors have given way to the
professionalisation of management in our country.

Formal education and training in management is being imparted to the students at
various universities and institutes. The Institute of Chartered Management Association
has also been established for the benchmarking of management education and



development of future managers. The company form of business organization has
gained popularity. The divorce between management and ownership of companies
has increased the need [or professional managers. Even the owner-managed companies
and other enterprises employ professional managers because of the specialized
knowledge required in managing the different areas of business like production,
finance, personnel, marketing, etc. In short, it can be said that professional status for
management in India is assured because it will satisfy all the elements of a profession
in the future. The society has also started recognizing management as a profession.

Itis a pity that management development programmes run by the so called management
institutes have been very costly. Quite often, advertisements are inserted in newspapers
and professional journals inviting the practising managers or executives to participate
in such programmes. The fee is within the range of ¥ 20.000 to ¥ 50,000 for some
programmes of four to five days which are conducted in ftve star hotels. Naturally,
the participants are drawn from big organizations which pay for the expenses incurred
by their employees in attending such programmes. It is difficult to say that the
participants and their organizations are really benefited from the so called Executive
Development Programmes. The ‘five star culture’ has evolved at the cost of the
shareholders, workers and customers of big business houses in the name of
professionalisation of management.

Management vs Administration

There has been some controversy over the use of the terms ‘management’,

‘administration’ and ‘organization’. At the outset, it may be pointed out that -

organization is a narrower term as compared to the management process. The
organization function of management deals with the division of work among
individuals, creation of structure of relationship in terms of authority and responsibility
and laying down the channels of communication.

A debate is very often raised as to whether or not there is a difference between
‘management’ and ‘administration’. Conflicting views by various authors have led
to some confusion over the use of these terms. American authors like Ordway Tead,
Shulze, Oliver Sheldon and William Spriegel considered administration as a broader
activity and management as a narrower activity. But British authors like Bench and
Kimball and Kimball considered management wider than administration. The latest
view is that there is no distinction between the two terms. Thus, the debate over the
use of the terms management and administration has given rise to three viewpoints:

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

2. Management is a generic term and includes administration.

3. There is no distriction between management and administration and both the
terms are used interchangeably.

|.  Administration is a Higher-Level Function: The first viewpoint considers
administration as a determinative function and management as an executive function.
William Newman, William R. Spriegel, Oliver Sheldon and Ordway Tead believe
that administration involves the overall setting of major objectives, determination
of policies, identifying of general purpose, laying down broad programmes, major
projects and so forth. Management, according to them, refers essentially to the
executive function, i.e., the active direction of human efforts with a view to getting
things done. Thus, it could be said that administration, by and large, is more
determinative, whereas management, by and large, is essentially executive.
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Top management: Managers who are higher up in the hicrarchy devoting more time
on administrative fimctions.

Review Questions

1.

[

10.
11,

12.
13.

14.

15.

16.

17.
18,

19,

“Management is getting things done through other people™. Is this definition
adequate for the present day concept of management” Discuss fully.

“Managemecnt ts the force which leads, guides and directs an organization in
the accomplishment of pre-determined objectives™. Discuss and give suitable
definition of management.

Explain the features that determine the nature of management.

There are may definitions of management which einphasise one or the other
important aspect of management. Discuss and give various characteristics of
management.

“Management i» the effective utilization of human and material resources to
achieve Lhe enterprise’s objectives””. Comment.

Is management a profession? Give arguments for your answer.

Clearly expiain the concept and significance of management. Distinguish
between management and administration.

Discuss the nature and scope of management. [s management a science or an art
or both?

“Management 1s not a profession hut is heading towards that direction”. Do
you agree with thss statement? Give reasons in support of your answer.

“Management is the art of zetting things done through people”. Comment.

Describe the process of management and explain how it can be vsed to
accomplish results in any organization?

Distinguish between management and administration.

Explain the concept of management. Review in briel the main functions of
management.

What are the functions of a manager? Is mere knowledge of management enough
to become a successful manager?

‘To manage is to furecast and plan, to organise, to command, to coordinate and
ta control’. Discuss the stalement.

Name the various functions which constitute the process of management and
discuss each of them briefly.

“All organizations need management”. Comment,

Discuss clearly the significance of management from the point of view of modem
business operatons

Answer the following:
(a) Enumerate the elements of management process.
(b) Why is management called a science?

(¢) Distinguish between management and administraiion.

Management Sysiems und Process
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Management Science (v) The bureaucratic structure is tall consisting of several layers of executives.
Thus, communication from the top level to the lowest level will take a very long
time.

Neo-Classical Theory

(Human Relations Approach)

The classical writers including Weber, Taylor and Fayol neglected the human relations
aspect. The neo-classicists focussed on the human aspect of industry. They modified
the classifical theory by emphasizing the fact that organization is a social system and
the human factor is the most important element within it. They conducted some
experiments (known as Hawthorne Experiments) and investigated informal groupings,
informal relationships, patterns of communication, patterns of informal leadership,
etc. This led to the development of human relations approach. Elton Mayo is generally
recognized as the father of the Human Relations School. Other prominent contributors
to this schools include Roethlisberger, Dickson, Dewey, Lewin, etc.

The human relations approach is concerned with recognition of the importance of
human element in organizations. It revealed the importance of social and psychological
factors in determining workers’ productivity and satisfaction. It was instrumental in
creating a new image of man and the work place The neo-classical or human relations
approach put stress on inter-personal relations and informal groups at the work-place.

The human relationists argued that achievement of organizational objectives is
impossible without the willing cooperation of people and such cooperation cannot be
automatically secured or ordered. It has to be consciously achieved. The neo-classical
approach advocated people-oriented organization structure which will integrate both
informal and formal organizations.

The basic tenets of neo-classical theory or human relations approach are as under:

\

(i) The business organization is a social system.

(ii) The behaviour of an individual is dominated by the informal group of which he is
a member.

(i) An individual employee cannot be motivated by economic incentives alone. His
social and psychological needs must be satisfied to improve the level of motivation.

(iv) Inanorganization, it is ultimately cooperative attitude and not the more command
which yields result.

(v) Management must aim at developing social and leadership skills in addition to
technical skills. It must take interest in the welfare of workers.

(vi) Morale and productivity go hand in hand in an organization.

Hawthrone Studies

In 1927, a group of researchers led by George Elton Mayo and Fritz J. Roethlisberger
at the Harvard Business School were invited to join in the studies at the Hawthorne
Works of Western Electric Company, Chicago. The experiment lasted upto 1932.
Earlier, from 1924 to 1927, the National Research Council made a study in collaboration
with the Western Electric Company to determine the effect of illumination and other
conditions upon workers and their productivity.

(i) Illumination Experiment: This experiment was conducted to establish
32 relationship between output and illumination. The output tended to increase every
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®  Matrix Terminology. In the matrix, the squares are called cells and form columns
vertically and rows horizontally.

®  Degenerate Basic Feasible Solution: If the number of allocations in basic
feasible solutions is less than (m+n-1).

Basic Assumption behind Transportation Problem

Let us consider a T.P involving m-origins and n-destinations. Since the sum of origin
capacities equals the sum of destination requirements, a feasible solution always exists.
Any feasible solution satisfying m+n-1 of the m + n constraints is a redundant one and
hence can be deleted. This also means that a feasible solution tv a T.P can have at the
most only m + n - 1 strictly positive component, otherwise the soiution will degenerate.

It is always possible to assign an initial feasible solution to a T. P. in such a manner
that the rim requirements are satisfied. This can be achieved either by inspection or
by following some simple rules. We begin by imagining that the transportation table is
blarik i.e. initially all Xij = 0. The simplest procedures for initial allocation discussed in
the following section.

Methods of solving Transportation Problem
Following are the methods used to solve the transportation problem:
North-West corner rule

The North West corner rule is the method for computing a basic feasible solution of a
transportation problem, where the basic variables are selected from the North-West
corner (i.e., top left corner). In this method we distribute the available units in rows
and column in such a way that the sum will remain the same. The standard instructions
for a transportation model are paraphrased below. We have to follow the steps given
below:

1. Select the upper left corner cell of the transportation table and allocate as many
units as possible equal to the minimum between available supply and demand.

2. Adjust the supply and demand numbers in the respective rows and columns.

3. Ifthedemand for the first cell is satisfied, then move horizontally to the next cell
in the second column.

4.  If the supply for the first row is exhausted, then move down to the first cell in the
second row.

5. If for any cell, supply equals demand, then the next allocation can be made in
cell either in the next row or column.

6.  Continue the process until all supply and demand values are exhausted.
Least Cost Method
D) Determine the least cost among all the rows of the transportation table.

2. Identify the row and allocate the maximum feasible quantity in the cell
corresponding to the least cost in the row. Then eliminate that row (column)
when an allocation is made.

3.  Repeat steps 1 and 2 for the reduced transportation table until all the available
quantities are distributed to the required places. It the minimum cost is not unique,
the tie can be broken arbitrarily.
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Middle level management: 1t consists of middle level managers who are responsible
to the top management for the efficient functioning ot departments.

Supervisory Management: It refers to those executives whose work is to control and
direct operative employees.

Managerial skills: These are the skills required by managers, which include
conceptual skills, humun skills and technical skills.

Conceptual skill: 1t involves the ability to understand how the parts of an organization
depend on each other.

Human Skills: Haman skills are the abilities needed to resolve conflicts, motivate,
lead and communicate effectively with others.

Technical skills: 1t refers to specialized knowledge and proficiency in handling
methods, processes and techniques of specific jobs

Role: A role consists of the behavior patterns expected of a manager within an
organization or a functional unit.

Interpersonal roles: 1t consists of figurehead role, leader role and liaison role, which
help managers to keep their organizations running smoothly.

Information roles: Managers need information for taking decisions and they pass on
necessary information to others to facilitate their tasks. It includes monitor role,
disseminator role and spokesperson role.

Review Questions
1. “Management is concerned with ideas, things and people”. Comment.
2. “Thejob of a manager is to manage workers and work™. Examine this statement.

3. What do you understand by the tern ‘Levels of Management’? Briefly describe
the different levels of management. ’

4. llustrate different levels of management with the help of a suitable chart.

5. What functions and duties are associated with top and middle management in a
modern industrial unit? Explain briefly.

6.  Write an explanatory note on the skills required by managers.

7. Explain the different types of skills required by managers and comment on
their relative importance at different levels in the organisation.

8. What roles are performed by the managers? Explain each role in the context of
a business enterprise.

9.  Discuss Henry Mintzberg’s classification of basic roles performed by managers
in modern organisations.

10. Write explanatory notes on the following:
(a) The Manager and his job.
(b) Interpersonal roles of managers.

(c} Conceptual skills.

Managerial Skills
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1l.  Answerthe following:

(a)
(b)
(c)
(d)
(e)
(0

Briefly explain the various levels of management.
What are the functions of top managemen!™'
State the skills required of a manager.

Why are human skills important?

What are the interpersonal roles of managers?

Briefly explain the decisional roles of managers as stated by Minlzberg.

Further Readings

Mintzberg, Henry, The Nature of Managerial Work, New York, Harper & Row.

Mintzberg, Henry, A New Look at the Chief Executive » Job, Organisation Dynamics,

Winter.
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{d)} Semi-controllable premises — labour policy, pricing policy, share of the firm in
the market.

(e) Uncontrollable premises — government policy regarding plant location and tax
structure.

Sugar Industry

(a) Internal premises — capital investment and sales forecasts.

(b) External premises — product market. location and availability of raw materials.
{c) Tangible premises — production capacity, scope for expansion.

{d) Semi-controllable premises - existing and future share of the company in the
market.

(e} Uncontrollable premises — Government licencing policy: laxation policy and
socio-cultural factors. multinational corporations.

Business Forecasting

Forecasting is a systematic attempt to probe future with the help of known facts. It is
the “‘research procedure to discover those economic, social and financial influences
governing business activity, so as to predict or estimate current and future financial,
production and marketing operations” Thus, forecastiny 1s the process of predicting
future systematically. The result of this process is known as forecasts.

Significance of Forecasting

Forecasting is an essential element of planning. It means estimating future on a
systematic basis. Almost every business executive makes forecasts of one thing or
the other. The need to foresee future on a systemnatic basis was very well emphasized
by Henri Fayol. He was of the opinion that the entire planning in business is made up
of a series of separate plans, called forecasts. L. Urwick also visualized the
pervasiveness of forecasting in every aspect of business. According to him, “The
man who engages staff usually has an eye to future organisational requirements™
Thus, forecasting is a necessary activity for any business right from its birth.

Forecasting has assumed great importance in the modern business world which is
characterized by growing competition, rapidity of changes in environment, fast
technological changes and increased government control. It offers the following
advantages:

(i) It helps in effective planning by providing a scientific and reliable basis for
anticipating future operations such as sales, pruduction, inventory, supply of
capitat and so on.

(ii) Forecasting aims at reducing the area of uncertainty that surrounds management
decision-making with respect to cost, production, sales, profits, prieing, etc. If
the future were known with cerlainty, there would have been no need of
forecasting. But the future 1s highly uncertain and so there is a great need to
have an organized system of forecasting in the organisation,

(1i1) Making and reviewing of forecasts on a continuous basis will compel the
managers to think ahead and to search for the best possible decisions with a
dynamic approach.
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report directly to the top executive. If the span is small, the siructure would be narrow
and deep. There would be more levels in the organization. More people will have to
communicate to the top manager through intervening layer of executives. The possibility
of communication blockages and distortions would increase.

For instance, if there are 256 persons in an organization and all are reporting to one
executive, there will be one level of management. If it is thought that only four
subordinates should directly report to the chief executive, then the number of
management levels will increase to two as four executin e directly report to the top
executive and each executive controls 64 persens as shown in Figure 1. This structure
is flat as the span of control is very large at the lowest level and there are only two
layers of management. [f it is thought that an executive van manage only 4 subordinates
effectively, the number of managerial levels will increase to four as shown in
Figure 2, This will make the organization structure lovh tike u 1all pyramid.

Wide Span of supervision: When the span of supervision is wider, the number of
executives needed to supervise the workers will be less. This will make the organization

Chief Executive = |

i i i 11 Level Executives =4
64 W 64W 64 W 64w Workers = 256

Figure 1; Flat structure (Span of control = 64 workers}

Chief Executive = |

T L.

Executives =4

[5 é IJ_—| 11 Level Executives = 16
&' |£| rl_] 1V Level Executives =64

Workers =256

aw

Figure 2: Tall siructure (Span of control =4 workers)







































































































































It appears that line and staff distinction is based on the assumption that those who are
good at thinking and planning are not good in doing and vice versa. This assumption
has also gone wrong in the complex industrial world. In practice, three types of
authority, namely, line. staff and functional, are not granted to three categories of
persons. One person may be granted all the three types of authorities simultaneously.
In order to avoid line and staff conflicts, it is essential to clearly define the various
authority relationships. This will help in improving the working of the organization
by avoiding the gap in and overlapping of authority and responsibility.

Keywords

Authority: Authority is the right to order or command and is delegated from the
supervisor to the subordinate to discharge his responsibilities.

Responsibility: Means the work or duties assigned to a person by virtue of his position
in the organization.

Accountability: 1t is the obligation to carry out responsibility and exercise authority in
terms of performance standards.

Review Questions
1. (a) Define and distinguish between line, staff and functional relationships.
(b) Write an explanatory note on line and staff conflict.

2. “Staff is supposed to be subsidiary to line, but in reality staff is more influential
and powerful than line”. Do you agree? Give reasons in support of your answer.

3. “The line manager’s orientations differ considerably {rom those of expert staff
advisers”. Why? Suggest measures to resolve the conflicts between line and staff.

4.  The chief executive of a large manufacturing enterprise is upset over frequent
clashes and continuing conflicts between the production department and the
personnel department. The enterprise is organised on line and staff pattern.
What can be the possible causes of this conflict and what steps can be taken to
reduce and overcome it?

Further Readings

Allen, Louis A., Management and Organization, McGraw-Hill.

Allen, Louis A., Management and Organization, McGraw-Hill Kogakusha Ltd.
Amitai Etzioni, Modern Organizations, Prentice-Hall of India, New Delhi.
Bemard, Chester L., The Functions of the Executive, Harvard University Press, Cambridge.

Brech, EE.L. (ed), The Principles of Practice of Management. Longmans, Green &
Co.

Chester 1. Barnard, The Functions of the Executive, Cambridge Harvard University
Press.

Dalton E. McFarland, Management: Foundations and Practices, New York,
Macmillan.

Fred Luthans, Organizational Behavior, McGraw-Hill, New York.
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