
PRINCIPLES OF MANAGEMENT  

The three approaches to the evolution of management 

 The approaches are: 1. The Classical Approach 2. The Behavioral Approach 3. The Quantitative 

Approach. 

1. The Classical Approach: 

The classical school represented the first major systematic approach to management thought. It was 

distinguished by its emphasis on finding way to get the work of each employee done faster. It is 

primarily based upon the economic rationality of all employees.This evolved that people are 

motivated by economic incentives and that they will rationally consider opportunities that provide for 

them the greatest economic gain. The classical school can be broken down into three historical 

philosophies of management. These are: 

A. Scientific management, B. Administrative management approach, and C. Bureaucratic model. 

A. Scientific Management: The growth of factory system led to numerous problems in production 

and in labour control. Managers could not solve the problems by trail and error methods. The results 

could not be predicted. So the need arose for better management techniques.The use of method of 

science for solving management problems was thought of. The scientific management concept was 

first developed by F.W. Taylor in between 1895 and 1911.F.W. Taylor is being called as the Father of 

scientific, management. In 1878 he joined as a labourer at Midvale steel company in the USA. From 

that position he progressed to become Chief Engineer in 1884. He published papers on “piece rate 

system”, “the art of cutting metals” and “shop management”. He published a book on “The Principles 

of Management” in 1911. 

F.W. Taylor discovered the application of method of science for solving industrial problems.  

Application of scientific methods means adopting the following procedures to solve problems: 

a. Observation, 

b. Measurement, c. Experimental comparison, and d. Formulation of procedure.  

He applied the scientific approach to technical and behavioural human problems.The main features of 

Taylor’s scientific management are: 



a. Science and not rule of thumb.  b. Harmony and not discord. c. Maximum output and not restricted 

output. d. Specialization-Division of work between management and workers. e. Training and 

development of workers. 

a. Science and not rule of thumb: Taylor said that rule of thumb would not help to solve problems 

in industries. He believed in scientific methods and approach. By applying the scientific methods the 

industrial efficiency can be improved as explained below. 

1. Standardisation of working condition: Providing good working condition will improve industrial 

efficiency.The different working conditions are: i. Proper lighting. ii. Ventilation. iii. Temperature iv. 

Humidity v. Colour. vi. Cleanliness. vii. Noise, and viii. Seating. 

Applying scientific approach, Taylor found out the minimum requirement of working condition.  

2. Standardisation of Working Methods: For doing any job, the best method should be found out. 

Taylor invested Motion study (now called method study) techniques for this purpose. In this, the 

method of doing a job is scientifically studied. The waste efforts are eliminated. This leads to savings 

in human efforts. 

3. Establishing the Standard of Performance: Taylor said that production time for each job should be 

found out scientifically. For this he invented time study techniques. Here the job is broken into 

elements. Each element is termed separately, and the total time for the job is found out. This will help 

to plan the daily work of each worker. 

b. Harmony and Not Discord: Taylor said that the employer and employee should have complete 

understanding. The interest of employer and employees should be same. c. Maximum Output and Not 

Restricted Output: 

 

Taylor evolved methods of getting more production from the workers. He said that workers must be 

encouraged for higher production. This was done by giving incentive wages for higher producers. He 

introduced differential piece rate system for this purpose. The workers who produced above the 

standard level were paid a higher piece rate. Those whose production was lower were paid a lower 

piece rate. 

d. Specialisation-Separation of Physical and Mental Activity: Taylor said that the workers must be 

relieved of the mental activities so he separated the mental activity from physical activity. Physical 

activities are carried out by the people inside the shop. Mental activities are carried out by the people 

in the office. He evolved the functional organisation structure. 



He identified the activities in an industry into eight functions. They were called Gang boss, Speed 

boss, Repair boss, Inspection boss, Instruction card clerk, Time and cost clerk, Route clerk and 

disciplinarian. The first four foremen worked inside the shop floor. The other four worked in the 

office. 

e. Training and Development of Workers: Taylor insisted that the workers should be given proper 

training before they are put in the production line. He said that the selection of workers should be 

done scientifically. Right person should be employed for the right job. 

B. ADMINISTRATED APPROACH  

Scientific management focused primarily on the efficiency of production, but administrative 

management focused on formal organisation structure and the delineation of the basic process of 

general management. This approach is also known as functional or process approach and is based 

primarily on the ideas of Henry Fayol (1841-1925). 

Henry Fayol is recognised as the first person to systematize the administrative approach activities into six 
groups, all of which are closely dependent on one another. 
 
They are: 
 
(i) Technical, 
 
(ii) Financial, 
 
(iii) Commercial, 
 
(iv) Accounting, and  
 
(v) Managerial. 
 
He broke down the managerial function into five steps including planning, organizing, commanding, 
coordinating and controlling. Further, he developed fourteen management principles that have been widely 
circulated as guide for management thought. 
 
These are: 
 
(i) Division of work, 
 
(ii) Authority, 
 
(iii) Discipline, 
 
(iv) Unity of command, 
 
(v) Unity of direction, 
 
(vi) Subordination of individual interest to the common goal, 
 
(vii) Remuneration of staff, 



 
(viii) Centralisation, 
 
(ix) Scalar chain, 
 
(x) Order, 
 
(xi) Equity, 
 
(xii) Stability of staff, 
 
(xiii) Initiative, and  
 
(xiv) Esprit de corps. 
 
(i) Division of Work: 
 
Accordingly, a work is given only a particular work to do. Hence, he can become a specialist and this 
specialisation will bring a better efficiency and maximum output. 
 
 
 
(ii) Authority: 
 
It is the right to direct to get the work done. This authority is given to execute responsibilities entrusted and 
the responsibility is the accountability of authority. 
 
(iii) Discipline: 
 
Discipline is defined by H. Fayol as “outward mark of respect for employment agreements and organisational 
rules.” These should be enforced fairly and judiciously. 
 
(iv) Unity of Command: 
 
An employee should receive orders from only one supervisor. If this is not followed, confusion and conflict 
will emerge. 
 
(v) Unity of Direction: 
 
Fayol states this principle that “there should be one head and one plan for a group of activities.” For example 
the production department should have only one production manager. Without unity of direction, unity of 
command cannot function. 
 
(vi) Subordination of Individual Interest to the Common Goal: 
 
While every employee is working with his individual interest, there will be an organisational interest. So, the 
individual interest should be integrated with the organisational interest. The employees should give 
importance first to the general interest/common goal than his individual interest. 
 
(vii) Remuneration of Staff: 
 
Remuneration is the payment for services provided by the employees. Since the remuneration and additional 
incentives inspires employees to provide their maximum effort to the organisation, the amount of payment 
and methods of payment should be chosen carefully and should be fairly paid. 
 
(viii) Centralisation: 
 



If the top-level person has the full power, it will be called as centralization. By contrast, if the power is 
delegated to the subordinates, it will be called as decentralisation. Fayol believed that while some authority 
should be given to the subordinates to make decisions, all major policy decisions should be made at the top 
management level. 
 
(ix) Scalar Chain: 
 
It means “Line of authority”. According to this principle, communication that is, orders and instructions 
should be sent from the top management to the lowest level in the organisation through the line of 
authority. 
 
(x) Order: 
 
This principle indicates the arrangement of resources, which may be physical, and human order means. “A 
place for everything and everything in its place.” This can be done properly by developing precise knowledge 
of the human requirements and the resources of the concern and having a constant balance between their 
requirements and their resources. 
 
(xi) Equity: 
 
Equity means a combination of fairness, kindliness and justice. Managers should be both fair and friendly to 
the subordinates. 
 
It is not that only the chief executive ought to apply equity in his dealings with the subordinates. Rather, it is 
the duty of the chief executive himself to ensure that managers at all levels apply equity in their dealings with 
their subordinates. It will help in soliciting loyalty and devotion from subordinates. 
 
 
(xii) Stability Off Staff: 
 
Higher labour turnover indicates bad management and bad results and its should be minimized. Tenure and 
long term commitment therefore should be encouraged. It is better to have one manager of average ability 
than to have very efficient managers who merely come and go. 
 
(xiii) Initiative: 
 
The power of thinking, and executing is called initiative. It is the capacity to decide what needs to be done. 
Therefore, subordinates should be encouraged. At times, they will come forward with new ideas and 
effective plans. 
 
(xiv) Esprit do Corps: 
 
This is the French word which means feeling of harmony and union among people in the organisation. So, the 
employees should work as a team. There is strength in unity. 
 
C. Bureaucratic Model: 
The third major pillar in the development of classical organisation was provided by Max Weber’s bureaucratic 
model. Weber developed a set of rational ideas about administrative structure of large, complex 
organisations that define what has come to be known as bureaucracy. 
 
The basic characteristics of a bureaucratic organisation are as follows: 
 
(i) A division of labour based on functional specialization. 
 
(ii) A well-defined hierarchy of authority. 
 
(iii) A system of rules concerning the rights and duties of positional incumbents. 



 
(iv) A system of procedures for dealing with work situations. 
 
(v) Impersonality of interpersonal relations. 
 
(vi) Selection and promotion of employees based on technical competence. 
 
i. A Division of Labour Based On Functional Specialisation: 
 
A maximum possible division of labour makes it possible to utilize all links of the organisation experts who are 
fully responsible for the effective fulfillment of their duties. 
 
ii. A Well-Defined Hierarchy of Authority: 
 
Each lower official is under the control and supervision of higher one. Every subordinate is accountable to his 
superior for his own decisions and actions and the decisions and actions of his subordinates in turn. 
 
iii. A System of Rules Concerning the Rights and Duties of Positional Incumbents: 
 
The rules regarding the rights and duties of employees should be clear-cut. The responsibility of each 
employee in the organisation should be clearly defined and assigned and strictly adhered. 
 
iv. A System of Procedures for Dealing with Situations: 
 
These procedures must be time-tested and equally applicable under similar situations of work. 
 
 
 
v. Impersonality of Interpersonal Relations: 
 
Rewards should be based on efficiency rather than nepotism or family connections. The functioning of the 
organisation based on rational and objective standards, excludes the prejudices. This unbiased approach 
predictably leads to optimum efficiency. 
 
vi. Selection and Promotion of Employees Based on Technical Competence: 
 
The employees must be protected against arbitrary dismissal. The system of promotion should correspond to 
seniority or merit or both. 
 
This would help produce staunch loyalty to the organisation. 
 
2. The Behavioral Approach: 
The behavioural approach on the human relations approach is based upon the premise of increase in 
production and managerial efficiency through an understanding of the people. 
 
The human relations approach of management involves with the human behaviour and focused attention on 
the human beings in the organisation. The growth and popularity of this approach is attributable to Elton 
Mayo (1880- 1949) and his Hawthorne experiments. 
 
The Hawthorne experiments were carried out at the Hawthorne plant of the western electric company. These 
experiments were carried out by Elton Mayo and the staff of the Harvard Business School, main researchers 
were Elton Mayo, White Head, Roethlisberger and Dickson. The first of Mayo’s four studies took place at a 
Philadelphia textile mill. 
 
The problem he investigated was excessive labour turnover in a department where work was particularly 
monotonous and fatiguing. The workers tended to sink into a dejected, disconsolate mood soon after being 



assigned there eventually they would lose their tempers for no apparent reason and impulsively quit. At first 
Mayo thought the reason for the worker’s behaviour must be physical fatigue. 
 
So, he instituted a series of rest periods, during the workday. In course of trying to schedule these periods in 
the most efficient manner, management experimented with allowing the workers to do the scheduling 
themselves. The effect was dramatic. Turnover fell sharly to about the same level as that for the rest of the 
plant, productivity shot upward and the melancholy moods disappeared. 
 
Similar results were obtained at the Hawthorne plant of the western electric company. Mayo’s another 
studies made at the Bank hiring room and at an aircraft factory. Hence the Mayo’s study showed that the role 
played by social needs is more responsive to the social forces operating at work than the economic rewards. 

 

3. The Quantitative Approach: 

This approach involves the application of modern quantitative or mathematical techniques for solving 

managerial problems. This approach is also known as decision theory approach, mathematical 

approach, quantitative approach, operational approach etc. These quantitative tools and 

methodologies are designed to add in decision-making relating to operations and production. 

According to Lindsay, these techniques assist the management for improving their decisions by: 

(i) Increasing the number of alternatives that can be considered. (ii) Assisting in faster decision-

making based upon objective analysis of available information. (iii) Helping management in 

evaluating the risks and results of different courses of action. (iv) Helping to bring into optimum 

balance the many diverse elements of a modern enterprise. 

The technique generally involves the following 4 steps: 

(i) A mathematical model is constructed with variables reflecting the important factors in the situation 

to be analysed. (ii) The decision rules are established and some standards are set for the purpose of 

comparing the relative merits of possible courses of actions. (iii) The empirical data is gathered which 

would relate parameters in the goal utility. (iv) The mathematical calculations are executed so as to 

find a course of action that will maximize the objective function or the goal utility. 

The following are some of the areas where these techniques are extensively used: 

(i) Linear programming. (ii) Queuing theory. (iii) Inventory modelling. (iv) Regression analysis. (v) 

Simulation. (vi) Preventive Control and replacement problems. (vii) Competitive problems and 

problems of Game Theory. 

The major features of this approach are as follows: 

a. Rational decision-making. b. Mathematical models. c. Computer applications. d. Evaluation 

criteria. 



a. Rational Decision-Making: An organisation is considered as a decision-making unit and the main 

job of a manager is to make decisions and solve problems. The quality of managerial decisions 

determines organisational efficiency. 

b. Mathematical Models: A model is a simplified representation of a real life situation. It utilises 

mathematical symbols and relationships. It reduces a managerial decision to a mathematical form so 

that decision-making process can be stimulated and evaluated before the actual decision is made. But 

great care is required to ensure that all material relationships, constraints and variables are 

incorporated in the model. 

c. Compute Applications: The computer can handle in minutes extremely complex problems with an 

immense volume of data and also calculate numerous variations in the solution. 

d. Evaluation Criteria: Models are evaluated for effectiveness against the set criteria like cost 

reduction, return on investment, schedules and deadlines etc. 

Uses of Quantitative Approach: 

(i) The methods and techniques developed under it are being increasingly used for managerial 

decision-making. (ii) There is orderly thinking in management leading to more exactness. (iii) This 

approach has given effective tools to solve problems of planning and control. 

Limitations of Quantitative Approach: 

(i) It has made little contribution in the areas of organising, staffing, motivation and leadership. 

(ii) It over stresses decisional rules of a manager at the cost of inter-personal and informational rules. 

(iii) Models and techniques are many times far from the realities of the management situation. 

(iv) It covers only a part of the manager’s job as it cannot effectively deal with inter-personal and 

group relationships-decision making is only a part of management. 

UNIT-2 

Meaning of decision-making 

Decision-making is a process of selecting the best among the different alternatives. It is 

the act of making a choice. There are so many alternatives found in the organization 

and departments. Decision-making is defined as the selection of choice of one best 



alternative. Before making decisions all alternatives should be evaluated from which 

advantages and disadvantages are known. It helps to make the best decisions. It is also 

one of the important functions of management. Without other management functions 

such as planning, Organizing, directing, controlling, staffing can’t be conducted 

because in this managerial function decision is very important. According to Stephen 

P. Robbins, “decision-making is defines as the selection of a preferred course of action 

from two or more alternatives.” 

Importance of decision-making 

1. Implementation of managerial function: Without decision-making different 

managerial function such as planning, organizing, directing, controlling, staffing can’t 

be conducted. In other words, when an employee does, s/he does the work through 

decision-making function. Therefore, we can say that decision is important element to 

implement the managerial function. 

2. Pervasiveness of decision-making:  the decision is made in all managerial activities 

and in all functions of the organization. It must be taken by all staff. Without decision-

making any kinds of function is not possible. So it is pervasive. 

3. Evaluation of managerial performance: Decisions can evaluate managerial 

performance. When decision is correct it is understood that the manager is qualified, 

able and efficient. When the decision is wrong, it is understood that the manager is 

disqualified. So decision-making evaluate the managerial performance. 

4. Helpful in planning and policies:  Any policy or plan is established through 

decision making. Without decision making, no plans and policies are performed. In the 

process of making plans, appropriate decisions must be made from so many 

alternatives. Therefore, decision making is an important process which is helpful in 

planning. 

5. Selecting the best alternatives:  Decision making is the process of selecting the 

best alternatives. It is necessary in every organization because there are many 

alternatives. So decision makers evaluate various advantages and disadvantages of 

every alternative and select the best alternative. 

6. Successful; operation of business: Every individual, departments and organization 

make the decisions. In this competitive world; organization can exist when the correct 



and appropriate decisions are made. Therefore, correct decisions help in successful 

operation of business. 

A decision is a choice made between two or more available alternatives decision 

making is a process of choosing the best alternative for reaching objectives decision 

making is covered in the planning section of this text managers must also 

make decision when performing the other three managerial function-organizing, 

influencing, and controlling- the subject requires a separate chapters. 

 

Managers make decision affecting the organization daily and communicate that 

decision to other organizational members. Not at all managerial decision is equal 

significance to the organization, some affect the large number of organization 

members, cost a great deal of money to carry out, or have a long term effect on the 

organization. 

Types of Decision Making 

 

There are two types of decision making: 

 

- Programmed decision making 

- Nonprogrammed decision making 

 

Programmed decision making - Programmed decisions are routine and repitative, and 

the organization typically develops specific ways to handle them. A programmed 

decision might involve determining how product will be arranged on the selves of the 

supermarket. For this kind of routine, repetitive problem, standard-arrangement 

decisions are typically made according to established management guidelines. 

 

Nonprogrammed decision making - Nonprogrammed decision, in contrast is 

typically on shot decision that are usually less structured than programmed decision. 

An example of the type of nonprogrammed decision that more and more and more 

managers are having to make is whether a supermarket should carry an additional type  

of bread. 



Objects of Decision Making 

Problem finding - Problem finding, as part of the intelligence phase, in conceptually 

defined as finding a difference between some existing situation and some desired state. 

This is compared to reality, difference and identified and the difference are evaluated 

as to whether they constitute a problem.  

Organizational models 

1. Historical models in which the expectation is based on an extrapolation of past 

experience 

2.Planning models in which the plan is expectation. 

3. Models of other people in the organization, such as superiors, subordinates, other 

departments. 

4. Extra organizational models in which expectations are derived from competition, 

customers and professional organization. 

 Problem formulation  

There is always a significant danger, when a problem is identified, as solving the 

wrong problem. The purpose of problem formulation is to clarify the problem, so that 

design and choice activities operate on the right problem. 

 

1. Determining the boundaries i.e. clearly identifying what is included in the problem. 

2.Examining changes that may have precipitated the problem. 

3. Factoring the problem into smaller sub problems. 

4. Focusing on the controllable elements.  

Development of alternative - A significant part of the process of decision making is the 

generated of alternatives to be considered in the choice phase. The act of generating 

alternative is creative and creativity may be taught. Basic creativity may be also be 

enhanced by alternative generation procedure and support mechanisms. The creative 



process requires that there be adequate knowledge of the problem area and its 

boundaries domain knowledge and motivation to solve the problem. 

Advantages of Decision Making 

Life is full of difficult decision for us to make, and no matter how simple we try to 

make our lives, how many self help books or articles we read, how much we try to 

learn from other people’s experience, etc.we always end up confronted with a hard 

decision to make. There simply is no escape from it. 

Group Decision Making 

 

Abstract 

Many managers like to believe that they are accomplished in such group decision 

making processes as action planning goal setting and problem setting and problem 

solving. However their ability to implement such techniques effectively is often 

hindered by their lack of understanding of the dynamics of these group decision 

making processes. As a result these managers often end up perpetuating problems that 

they themselves create through their insensitivity to the needs of other group members. 

 

Decision by lack of response (the plop method) 

The most common – and perhaps least visible- group decision making method is that in 

which someone suggest an idea and before anyone else has said anything about it 

someone else suggests another idea until the group eventually finds one it willacton. 

Decisionbyauthorityrule 

Many groups start out with-or quickly set up-a power structure that makes it clear that 

the chairman or someone else in authority will make the ultimate decision. The group 

can generated ideas and hold free discussion but at any time the chairman may say that 

having heard the discussion, he or she has decided upon a given plan. 

 



Decision by minority rule 

One of the most often heard complaints of group members is that they feel railroaded 

into some decision usually this feeling result from one , two, or three people employing 

tactics that produce decision and therefore must be considered decision but which are 

taken without the consent of the majority. A single person can enforce a decision 

particularly if he or she is in some kind of chairmanship role by not giving opposition 

an opportunity to build up. 

 

Decision by majority rule (voting and polling) 

More familiar decision making procedures are often taken for granted as applying to 

any group situation because they reflect our political system. One simple version is to 

poll everyone’s opinion following some period of discussion. If the majority of 

participants feel the same way, it is often assumed that is the decision. The other 

method is the more formal one of stating a clear alternative and asking for votes in 

favor of it, votes against it, and abstentions. 

 

The better way 

Because there are time constrains in coming to a group decision and because there is no 

perfect system, a decision by consensus is one of the most effective methods. 

Unfortunately, it is also quit important to understand that consensus is not the same 

thing as unanimity. Rather it is states of affairs where communication have been 

sufficiently open and the group climate has been sufficiently supportive to make 

everyone in the group feel that they have had their fair chance to influence the 

decision. 

 

What are the actual steps in a decision made by a group? 

 



1. Identify the problem 

2. Clarify the problem 

Phases of Decision Making Process 

 

Phase 1 - Identification 

This is the first phase in the decision making process. It involves identification and the 

clear definition and formulation of the problem. In this phase a written problem 

statement is prepared, which specifies the nature and magnitude of the problem. It is 

necessary to determine how important and urgent the problem is not well defined, the 

decision instead of solving the problem may complicate it. This phase requires the 

manager to use his imagination, experience and judgment in order to identify the real 

nature of the problem. 

 

Phase 2 - Analysis 

The second phase of the decision making process involves determining the causes and 

scope. The problem should be classified to determine the futurity, periodicity and 

impact of the decision required as well as limiting or strategic factor relevant to the 

decision. The most important part in this phase is to find out the real cause or source of 

the problem. Analyzing the real problem implies knowing the cause of gap between 

what is and what should be and understanding the problem in relation to the objectives 

of organization. In some cases all the required information might not be available. In 

such a case, the manager has to judge the risk involved in the decision. 

 

Phase 3 - Search 

After defining and analyzing the problem, the next phase of the decision making 

process involves the search for the several possible alternatives. A problem can be 

solved in several ways all of which are not equally good. A wide range of alternative 



should be prepared this also increase the manager’s freedom of choice. This is done in 

order to ensure effective decision making but it is advisable for the manager to limit his 

discovery of those alternative which are strategic or critical to the problem. 

 

Phase 4 - Selection 

The forth phase of the decision making process deals with comparing and scrutinizing 

the various developed alternative to identify the pros and cons of each. Also this phase 

requires certain criteria like feasibility, cost, organizational goals, risk, timing, 

economy of effort, limitation of sources etc. 

 

Phase 5 - Selection 

The last phase is the most critical part of the decision making process. A wrong choice 

would negate all effort made in the previous steps. The judgment may be influenced by 

the intuition and personal value system of the decision maker. The selected solution 

must be acceptable to those who must implement it and who are affected by it. 

Models of the Decision Making Process 

 

Models are the tools of the decision making process which help the managers to assess 

the situations before they have happened by mimicking the real experiences and 

situation, without the expense of developing the situation for real. Here the decision 

makers use simulation to try to mimic the way that the firm or elements within the 

firm, will respond to changes in operating characteristics sometimes mathematical 

techniques such as queuing theory or linear programming are applied to mimic the real 

life situation. 

 

Models can be classified into various categories 

 



- Conceptual models 

- Iconic models 

- Analog models 

- Schematic models 

 

Conceptual models 

Conceptual models are those formed through our experience, knowledge and intuition. 

They are further subdivided as 

 

- Descriptive models - Verbal models - Mental models 

 

Descriptive models represent a higher level of conceptualization and may be articulated 

and communicated. 

 

Iconic models 

Iconic models are those that resemble what they represent, although the properties of 

an iconic model may not be the same as those of the real system it represent iconic 

models include physical and pictorial models. 

 

Analog models 

Analog models are those that are built to act like real system, although they look 

different from what they represent. These models employ one set of properties to 

represent some other set of properties possessed by the real system. An artificial kidney 

dialysis machine that provides life support is an example of an analog model. 

 



Symbolic models 

Symbolic models use symbols to designate the components of a system and 

relationship among those components. They are abstract models in which symbols are 

substituted for systems characteristics. 

 

They are of three types: 

 

- Graphical representation 

- Schematic models, and 

- Mathematical equations 

Steps in the process of Decision Making 

 

1. Identifying and diagnosing the real problem 

Understanding the situation that sets the stage for decision making by a manager is an 

important element in decision making. Pre determined objectives past acts and decision 

and environment consideration provide the structure for current decisions. Once this 

structure is laid, the manager can proceed to identify and determine the real problem. 

 

2. Discovery of alternatives 

The next step is to search for available alternatives and assess their probable 

consequences. But the number of forces reacting upon a given situation is so large and 

varied that management would be wise to follow the principle of the limiting factor. 

That is management should limit itself to the discovery of those key factors which are 

critical or strategic to the decision involved. 

 



3. Analysis and evaluation of available alternatives 

Once the alternatives are discovered, the next stage is to analyze and compare their 

relative importance. This calls for the listing of the pros and cons and different 

alternatives in relation to each other. Management should consider the element of risk 

involved in each of them and also the resources available for the implementation. 

 

4. Selection of alternatives to be followed 

Defining the problem, identifying the alternatives and their analysis and evaluation set 

the stage for the manager to determine the best solution. In this matter, a manager is 

frequently guided by his past experience. If the present problem is similar to one faced 

in the past, the manager has a tendency to decide on the basis past experience is a 

useful guide for the decision in the present. But it should not be followed blindly. 

Changes in the circumstances and underlying assumption of decisions in the past 

should be carefully examined before deciding a problem on the basis of experience. 

 

5. Communicate of the decision and its acceptance by the organization 

Once decision is made, it needs to be implemented. This calls for laying down 

derivative plans and they communicate to all those responsible for initiating action on 

them. It will be better if the manager takes into account beliefs, attitude and prejudices 

of people in the organization and is also aware of his own contribution to implantation 

of the decision. It is further required that subordinates are encouraged to participate in 

decision making process so that they feel committed and morally bound to support the 

decisions. 

MANAGEMENT BY OBJECTIVES 

After setting up an acceptable set of goals for each employee through a give-and-take collaborative 

process, the employee is asked to play a major role in devising an action plan for achieving these 

goals. 



In the final stage of the MBO process, employees are asked to develop control processes, to monitor 

their own performance and to suggest corrective measures if deviations from plans do occur. 

The entire process is a combination of planning and control. 

Features of Management by Objectives 

In the light of the above definitions of MBO, the following features of it can be identified; 

1. It is a technique and philosophy of management. 

2. Objective setting and performance review are made by the participation of the concerned managers. 

3. Objectives are established for all levels of the organization. 

4. It is directed towards the effective and efficient accomplishment of organizational objectives. 

5. It is concerned with converting an organizational objective into a personal objective on the 

presumption that establishing personal objectives makes an employee committed which leads to 

better performance. 

6. The basic emphasis of MBO is on objectives. Management by Objectives tries to match objectives 

with resources. 

7. Objectives in MBO provide guidelines for appropriate systems and procedures. 

8. A periodic review of performance is an important feature of MBO. 

9. MBO provides the means for integrating the organization with its environment, its subsystems, and 

people. 

10. Employees are provided with feedback on actual performance as compared to planned performance. 

Related: 6 Stages of MBO Process 

Common Elements of a Management by Objectives Program 

The essence of MBO is participative goal setting, choosing a course of actions and decision-making 

process. An important part of the MBO is the measurement and comparison of the employee’s actual 

performance with the standards set. 

https://www.iedunote.com/management-by-objectives-mbo-process


Management by Objective defined as a management system in which specific performance goals are 

jointly determined by employees and their managers, progress toward accomplishing those goals is 

periodically reviewed and rewards are allocated on the basis of this progress. 

4 Common Ingredients of an MBO Program are; 

1. Goal specificity, 

2. Participative decision making, 

3. An explicit time period, and 

4. Performance feedback. 

Let’s briefly look at each of these. 

 



1. Goal Specificity 

The objectives in MBO should be concise statements of expected accomplishments. It is not 

adequate, for example merely to slate a desire to cut costs, improve service or increase quality. 

Such desires need to be converted into tangible objectives that can be measured and evaluated for 

instance to cut departmental costs by 8 percent to improve service by ensuring that all insurance 

claims processed within 72 hours of receipt, or to increase quality by keeping returns to less than 0.05 

percent of sales. 

2. Participative Decision Making 

In MBO, the objectives are not unilaterally set by the boss and assigned to employees, as is 

characteristic of traditional objective setting. 

Rather, MBO replaces these imposed goals with participative determined goals. The manager and 

employee jointly choose the goals and agree on how they will be achieved. 

3. An Explicit Time Period 

Each objective also has a concise time period in which it is to be completed. Typically the time period 

is three months, six months, or a year. 

4. Performance Feedback 

The final ingredients in an MBO program are continuous feedback on performance and goals that 

allow individuals to monitor and correct their own actions. 

This continuous feedback is supplemented by periodic formal appraisal meetings in which superiors 

and subordinates can review progress toward goals, which lead to further feedback. 

Benefits of Management by Objectives 

In addition to the fact that goal-orientation of management promotes a sense of motivation among the 

people within the organization, MBO has certain other benefits which are narrated as under: 

1. Improves Management 

Objectives cannot be established without planning, and results-oriented planning is the only kind that 

makes sense. MBO forces managers to think about planning for results, rather than merely planning 

work or activities. 



In order to make objectives realistic, Management by Objectives also requires that managers think of 

the way they will accomplish results and the resources and assistance they will require. 

2. Encourages Personal Commitment 

MBO encourages employees to commit themselves to their goals because they have before them 

clearly defined objectives. 

Moreover, the fact that they often participate in goal- setting, improves their commitment to work. As 

a matter of fact, people become enthusiastic when they control their own fate. 

3. Clarifies Organization 

MBO forces management to clarify organizational roles and structures. So far as possible, 

organizational positions are built around the key results expected of the people occupying them. 

Moreover, the companies that embark on MBO programs can easily discover deficiencies in their 

organization and take the necessary steps to rectify. 

4. Device for Organizational Control and Systematic Evaluation 

It serves as a device for organizational control integration. MBO helps in making a more systematic 

evaluation of performance. 

5. Develops Effective Control 

There is no better incentive for self- control and no better way to know the standards for control than 

having a set of clear goals. 

When each and every employee knows what to achieve, control becomes very easy and automatic. 

6. Improving Productivity 

Management by Objectives helps in improving productivity as the management team concentrates on 

the important task of reducing costs. 

7. Motivating the Subordinates 

It stimulates the subordinates’ motivation. 

8. Personal Satisfaction 



It provides a greater opportunity to managers for personal satisfaction on account of participation in 

objective setting and rational performance appraisal. 

9. Locating Weak and Problem Areas 

It helps in locating weak and problem areas because of improved communication and organization 

structure. 

Weaknesses of Management by Objectives 

With all its advantages, a system of MBO may also have a number of weaknesses, arising out of the 

inability in applying the MBO concepts judiciously. 

The weaknesses are; 

1. Failure to teach the philosophy of MBO which is built on concepts of self-control and self-direction 

that are aimed at making managers as professionals. 

2. Failure to give proper guidelines to goal setters by making them well aware of the corporate goals in 

advance. 

3. Difficulty in setting verifiable goals that help in the process of control. 

4. Emphasis on short-run goals often jeopardizes the achievement of the long-term objectives. 

5. The danger of inflexibility also causes a serious problem since managers may strive for goals that 

have been made obsolete by revised corporate objectives, changed premises, or modified policies. 

Limitations of MBO 

Although MBO is generally taken as the panacea for all the problems of an organization, it is not 

without weaknesses or limitations. The following are the limitations of Management by Objectives; 

1. MBO cannot be implemented effectively on account of the difficulty in setting verifiable objectives. 

2. The open atmosphere for appropriate objective-setting is absent because of differences in the status of 

subordinates. 

3. Managers may not get time to do even their normal work as MBO involves much paperwork and 

holding many meetings. 



4. There is a tendency on the part of the managers to emphasize short-term objectives and to become 

more precise in objective setting and accomplishment. 

5. MBO is a philosophy of managing an organization in a new way. However, many managers fail to 

understand and appreciate this new approach. 

6. MBO represents the danger of inflexibility in the organization, particularly when the objectives need 

to be altered. In a dynamic environment, a particular objective may not be valid forever. 

The essence of MBO is participative goal setting, choosing the course of actions and decision making. 

An important part of the MBO is the measurement and the comparison of the employee’s actual 

performance with the standards set. 

The MBO should be defined that Management By Objectives is a management system in which 

specific performance goals are jointly determined by employees and their managers, progress toward 

accomplishing those goals is periodically reviewed and rewards are allocated on the basis of this 

progress. 

Nature and Purpose of Planning 

  

Nature of Planning 

  

ü Planning is goal-oriented: Every plan must contribute in some positive way towards the 

accomplishment of group objectives. Planning has no meaning without being related to goals. 

 

ü Primacy of Planning: Planning is the first of the managerial functions. It precedes all 

other management functions. 

 

ü Pervasiveness of Planning: Planning is found at all levels of management. Top 

management looks after strategic planning. 

 

ü Middle management is in charge of administrative planning. Lower management has to 

concentrate on operational planning. 

  



  

ü Efficiency, Economy and Accuracy: Efficiency of plan is measured by its contribution 

to the objectives as economically as possible. Planning also focuses on accurate forecasts. 

 

ü Co-ordination: Planning co-ordinates the what, who, how, where and why of planning. 

Without co-ordination of all activities, we cannot have united efforts. 

 

ü Limiting Factors: A planner must recognize the limiting factors (money, manpower etc) 

and formulate plans in the light of these critical factors. 

 

ü Flexibility: The process of planning should be adaptable to changing environmental 

conditions. 

 

ü Planning is an intellectual process: The quality of planning will vary according to the 

quality of the mind of the manager. 

 

Purpose of Planning 

  

ü To manage by objectives: All the activities of an organization are designed to achieve 

certain specified objectives. However, planning makes the objectives more concrete by 

focusingattention on them. 

 

ü To offset uncertainty and change: Future is always full of uncertainties and 

changes.Planning foresees the future and makes the necessary provisions for it. 

 

ü To secure economy in operation: Planning involves, the selection of most profitable 

courseof action that would lead to the best result at the minimum costs. 

 



ü To help in co-ordination: Co-ordination is, indeed, the essence of management, the 

planning is the base of it. Without planning it is not possible to co-ordinate the different 

activitiesof an organization. 

 

ü To make control effective: The controlling function of management relates to the 

comparison of the planned performance with the actual performance. In the absence of plans, a 

management will have no standards for controlling other's performance. 

 

ü To increase organizational effectiveness: Mere efficiency in the organization is not 

important; it should also lead to productivity and effectiveness. Planning enables the manager to 

measure the organizational effectiveness in the context of the stated objectives and take further 

actions in this direction. 

 

Features of Planning 

ü It is primary function of management. 

ü It is an intellectual process 

ü Focuses on determining the objectives 

ü Involves choice and decision making 

ü It is a continuous process 

ü It is a pervasive function 

Types of Plans 

Plans commit individuals, departments, organizations, and the resources of each to specific actions 

for the future. Effectively designed organizational goals fit into a hierarchy so that the achievement of 

goals at low levels permits the attainment of high‐level goals. This process is called a means‐ends 

chain because low‐level goals lead to accomplishment of high‐level goals. 

Three major types of plans can help managers achieve their organization's goals: strategic, tactical, 

and operational. Operational plans lead to the achievement of tactical plans, which in turn lead to the 

attainment of strategic plans. In addition to these three types of plans, managers should also develop a 

contingency plan in case their original plans fail. 

Operational plans 



The specific results expected from departments, work groups, and individuals are the operational 

goals. These goals are precise and measurable. “Process 150 sales applications each week” or 

“Publish 20 books this quarter” are examples of operational goals. 

An operational plan is one that a manager uses to accomplish his or her job responsibilities. 

Supervisors, team leaders, and facilitators develop operational plans to support tactical plans (see the 

next section). Operational plans can be a single‐use plan or an ongoing plan. 

 Single‐use plans apply to activities that do not recur or repeat. A one‐time occurrence, such as 

a special sales program, is a single‐use plan because it deals with the who, what, where, how, 

and how much of an activity. A budget is also a single‐use plan because it predicts sources 

and amounts of income and how much they are used for a specific project. 

 Continuing or ongoing plans are usually made once and retain their value over a period of 

years while undergoing periodic revisions and updates. The following are examples of 

ongoing plans: 

 A policy provides a broad guideline for managers to follow when dealing with important areas 

of decision making. Policies are general statements that explain how a manager should 

attempt to handle routine management responsibilities. Typical human resources policies, for 

example, address such matters as employee hiring, terminations, performance appraisals, pay 

increases, and discipline. 

 A procedure is a set of step‐by‐step directions that explains how activities or tasks are to be 

carried out. Most organizations have procedures for purchasing supplies and equipment, for 

example. This procedure usually begins with a supervisor completing a purchasing requisition. 

The requisition is then sent to the next level of management for approval. The approved 

requisition is forwarded to the purchasing department. Depending on the amount of the 

request, the purchasing department may place an order, or they may need to secure quotations 

and/or bids for several vendors before placing the order. By defining the steps to be taken and 

the order in which they are to be done, procedures provide a standardized way of responding 

to a repetitive problem. 

 A rule is an explicit statement that tells an employee what he or she can and cannot do. Rules 

are “do” and “don't” statements put into place to promote the safety of employees and the 

uniform treatment and behavior of employees. For example, rules about tardiness and 

absenteeism permit supervisors to make discipline decisions rapidly and with a high degree of 

fairness. 

Tactical plans 



A tactical plan is concerned with what the lower level units within each division must do, how they 

must do it, and who is in charge at each level. Tactics are the means needed to activate a strategy and 

make it work. 

Tactical plans are concerned with shorter time frames and narrower scopes than are strategic plans. 

These plans usually span one year or less because they are considered short‐term goals. Long‐term 

goals, on the other hand, can take several years or more to accomplish. Normally, it is the middle 

manager's responsibility to take the broad strategic plan and identify specific tactical actions. 

A strategic plan is an outline of steps designed with the goals of the entire organization as a whole in 

mind, rather than with the goals of specific divisions or departments. Strategic planning begins with 

an organization's mission. 

Strategic plans look ahead over the next two, three, five, or even more years to move the organization 

from where it currently is to where it wants to be. Requiring multilevel involvement, these plans 

demand harmony among all levels of management within the organization. Top‐level management 

develops the directional objectives for the entire organization, while lower levels of management 

develop compatible objectives and plans to achieve them. Top management's strategic plan for the 

entire organization becomes the framework and sets dimensions for the lower level planning. 

Contingency plans 

Intelligent and successful management depends upon a constant pursuit of adaptation, flexibility, and 

mastery of changing conditions. Strong management requires a “keeping all options open” approach 

at all times — that's where contingency planning comes in. 

Contingency planning involves identifying alternative courses of action that can be implemented if 

and when the original plan proves inadequate because of changing circumstances. 

Keep in mind that events beyond a manager's control may cause even the most carefully prepared 

alternative future scenarios to go awry. Unexpected problems and events frequently occur. When they 

do, managers may need to change their plans. Anticipating change during the planning process is best 

in case things don't go as expected. Management can then develop alternatives to the existing plan 

and ready them for use when and if circumstances make these alternatives appropriate. 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



UNIT-4  

QUES: WHAT IS MOTIVATION? EXPLAIN ITS 

THEORIES 

MOTIVATION: The term motivation is derived from English word Motive which is borrowed 

from the Latin word-"Movere". The meaning of Movere is to move. Generally, motives is the 

drives, needs, desire, wants or impulses. In management,motivation is human factor. Motivation 

relates with that internal force which directs the people to act in a particular way to get 

something or satisfy their needs. Because of this a manager feels some short of challenge to 

motivate the people in their respective job. Similarly, to get the worked performed is not a easy 

task. But it is the duty of manager to make the people to work as per the direction given by him. 

Definition 

Some of the definitions given by management experts are explained bellow: 

Paul Hersey and Ken Blanchard-"Motives are sometimes defined as needs, wants, drives or 

impulses within the individual. 

Dale S. Beach-"Motivation can be defined as a willingness to expand energy to achieve a goal or 

reward". 

Carrol Shartle-"Motivation is a reported urge or tension to move in a given direction or to 

achieve a certain goals".  

Most of the management experts have given more emphasis upon the motives, drives, desires, 

needs and wants of the people.Therefore, motivation may be considered as the act of inspiring 

the subordinates by the superior or manager on behalf of the enterprise to engage them in gainful 

works. Motivation is based upon a chain in which the needs are recognized and man comes in 

action through   which he satisfies his needs. 



 

 

Natures/Features/Characteristics of Motivation 

The nature of motivation can be defined in following manner: 

1.Psychological concept: Motivation is related to mental state of a person. So, motivation is a 

psychological aspect. Psychology is a mental condition which  arises in the mind of a person and 

directs to act in a particular way. Motivation is related with the needs and motives which 

generate within an individual. It is the function of management which encourages the capable 

person to do work with his maximum efficiency. A man having physical, mental and technical 

capability may not be ready to work properly. But motivation techniques encourage to work with 

great effficiency  

 2.Never ending process: Motivation is important till the existence of the management. It is an 

unending process. It is dynamic in nature. The needs of a person arise continuously one after 

another. For instance- a man satisfies one want or one set of wants and after getting satisfaction 

again he feels another want and tries to satisfy the same. As desires, wants, needs, and motives 

are dynamic  and changes occur frequently, the motivation too should be considered as dynamic. 

 

3.Related to human resources: Motivation is related to human resources and needs. It is 

concerned with the feelings, desires, motives and needs of a man. Ofcourse, a man may be 

motivated but we cannot motivate other factors of production or resources like capital, land and 

machine. 

4.Cause and effect of human satisfaction: A man works to fulfill his own motive. Wants, desires, 
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environment, condition, attitude,thought or experiences are the several causes which may 

encourage a man to work to get satisfaction. Thus, motivation is the cause and effect of human 

satisfaction. 

5.Total individual motivation: Generally, an individual is found being motivated and satisfied as 

a whole. An individual is a whole. He cannot be seperated. If a person gets wound in his hand or 

leg, after medicine, he cannot say that the hand/leg is satisfied and cures, not me, rather he feels 

the satisfaction as a whole. 

6.Inspiration  and encouragement: To motivate the people is a very difficult task and 

responsibility of a manager because he is responsible to inspire and encourage the subordinates 

in work in such a way that they could perform their job in efficient way. 

 

7.Complex and unpredictable: Motivation is not that simple, it is very complex. No one can 

determine, explain and predict the behaviour of person as the desire, drives and attitudes are 

changed frequently in a varying situation and circumstances. 

 

8.Positive and negative motivation: Motivation may be positive or negative on the part of 

employer. Positive motivation is concerned with the use of incentives like increase in salary, 

allowances, grant of reward, promotion etc. Whereas, negative motivation includes forcing 

people to work by holding out threats or punishment such as loss of job, demotion, deduction of 

salary. 

PROCESS OF MOTIVATION 



 

Above figure shows that the motivation process begins with needs(a kind of deficiency) and 

needs creates tension. Only after the satisfaction of the needs, a person will be relaxed from the 

tension. In order to fulfill needs, a person searches for ways which may give satisfaction.  Then 

he will begin to work hard to earn more so that present needs could be satisfied and future needs 

could be managed too.  

Individual Needs/Human Needs                                                                                                   

Motivation is the process to satisfy a want and satisfaction is experienced when the outcome has 

been achieved. Motivation is a technique to satisfy a want or goal. It is determined in the mind of 

a person when he feels desire or needs or wants. Thus, it is concerned with the individual or 

human process. Different individuals have different needs, that too subject to be changed in 

different situation and market too.  

 Human motives are totally based upon their needs. Due to some motive, an individual acts in a 

particular manner. Generally, needs means something lacking and to acquire that a man may be 

motivated to work. So, a manager should try to understand the needs, desire or wants of the staffs 

so as to motivate them in a work. Besides, he should also try to understand the objectives, 

mission and values of the employees. There is no doubt about the human needs are of variety in 

http://1.bp.blogspot.com/-EMzgGXhs49I/U5qdAY8MTZI/AAAAAAAAABs/Q1NefZ6wZj0/s1600/pro.png
http://4.bp.blogspot.com/-3Q8DZAAig7g/U5qhCsueqSI/AAAAAAAAACE/0Z_eb1Ati84/s1600/in.png


number and nature both. Similarly, these all needs create tension in the mind of an individual 

which may motivate them to work and acquire some solution and they are not simple. 

Satisfaction of needs may help an individual to be free from tensions. We all know that needs 

differ from individual to individual and in the same individual from time to time. So, from the 

above explanation, individual/human needs can be classified in the following manner: 

  

1.Primary/innate needs: Different individuals may have different needs or wants. These needs 

inborn needs which develop within oneself. All these needs are physiological needs in nature and 

are known as food, water, air, shelter, etc. These needs are also called basic needs and are very 

important of the preservation of a human life. 

 

2.Secondary/acquired needs: These needs are also known as other than physiological needs. An 

individual may have other needs and wants and these needs differ individual to individual. 

Generally, these needs are related to mind and spirit rather than to the physiology of life and are 

felt by the person is his social life. 

Importance Of Motivation 

 

Motivation has become very effective tools to achieve organizational goals and manager has to 

use this tool to motivate or inspire the staff member in their respective job in such a manner that 

they could work effectively and efficiently. Motivation is important to both organization and 

individual. So, following are some of the importance of motivation: 

 

1.Higher productivity: Through the motivation techniques an organization can easily achieve 

higher level of productivity because by motivating the subordinates, a manager can encourage 

them to work with great efficiency and if works are performed efficiently, it will lead  an 

organization to increase total production and productivity. 
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2.Utilization of factors of production: In an organization, human resource is one of the important 

resources. And if this resource is properly utilized then only other factors, rather can be utilized 

properly. Motivation makes human resource work sincerely and performing the given task 

efficiently. If employees work efficiently then only there will be possibility of utilizing of other 

factors of production properly and that too in maximum. 

 

3.Best remedy for resistance to changes: The changes in an organization and its working styles 

are usual phenomenon because organization changes in its production technology, marketing 

process and even due to environmental changes, many changes occur on the organization. But, if 

they are properly  and timely motivated and managers give knowledge and inspiration, they will 

accept the changes even more enthusiastically. 

 

4. Higher morale of personnel: Motivation increases the working efficiency of the workers. The 

workers having higher morale are asserted as the assets or the organization. By lowering 

turnover rate and keeping the absenteeism low, a motivated employee can contribute the 

organization. 

5. Healthy industrial relation: Motivation helps to create healthy industrial relation within the 

organization. The relation of management and trade union will be very friendly. 

Maslow's Need Hierarchy Theory 

 

Many learned authorities have propounded several Human Motivation Theories. Some of the 

motivation theories and the name of the propounders are given below: 

 

a. The expectancy theory          -Victor H. Vroom 

b. Equity theory                  -J. Stacy Adams 

c. Need theory of motivation      -David C. McClelland 

d.Two factor theory              -Frederick Herzberg 



Among the above mentioned theories, the hierarchy of needs theory which is also known as 

Maslow's Need Hierarchy Theory is most popular and widely accepted theory. This theory is 

based on the needs of the people which appears in a distinct way. Maslow's saw human needs in 

the form of hierarchy, ascending from the lowest to highest. 

 

Maslow's theory is based on the following assumption and are described below: 

1.Unlimited wants: Human wants are unlimited and never ending. After one of his wants 

satisfied, another appears in its place. Again, to satisfy another wants, a man engages himself in 

work. 

2.Unsatisfied needs is a motivator: Man will lose his willingness to work and his capacity too, if 

needs are satisfied. So, it is only unsatisfied needs which may encourage or motivate the staff to 

perform the job. 

 3.Hierarchy of importance: It is easy to determine the most important to less important needs. It 

says that needs can be classified according to priority and they can be arranged in priority 

according to a hierarchy of importance.                             

The basic human needs placed by Maslow in an ascending order of importance can be illustrated 

: 

 

 

 

Those all are described here under: 
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1.Physiological needs: These needs are the primary and the basic needs for food, water, air, 

clothing and shelter that are must be satisfied before the individual can consider higher order 

needs. For instance, a hungry person possessed by the need to obtain food, ignores other needs. 

After the satisfaction of physiological needs, other needs enter. Thus, these needs are generally 

satisfied by providing adequate salary, wages etc. 

2.Safety and security needs: It is the second level needs in Maslow hierarchy theory which 

include security, protection from physical harm and avoidance of the unexpected risk of loss. 

Virtually, these needs are concerned with physical safety and economic security. For eg. saving 

accounts, life insurance, membership of health club etc. 

3.Social needs: Human beings are social animals and they are social in nature. A man lives in 

society, loves society,believe in society, learns from society and gets from society. Being social, 

he gains experiences from the society and thus feels some needs. These needs include 

belongingness, friendship, love and affection etc. A manager should know these needs and 

manage well to motivate the employees. 

4.Esteem or ego needs: These needs are of two types: (a) self esteem and (b) public esteem. Self 

esteem means esteem to the eye of self which in the eye of public as praise, power, prestige, 

appreciation, recognition etc. These all needs are concerned with one's prestige and respect of an 

individual. 

5.Self-actualization needs: It is the top level of needs in Maslow's need hierarchy theory. It is 

concerned with the need for fulfillment, for realizing one's own potential, for using one's talents 

and capabilities totally. These needs are also known as self prestige, self achievement and self 

confidence. This self actualization needs are most difficult to the manager to identify and focus. 

Positive and Negative Motivation 

Motivation is the process of inspiring, encouraging and inducing the employees towards their 

jobs for the attainment of the objectives. The motivation can be classified mainly into four 

groups and they are:-Financial and non financial motivation-Individual and group motivation 

Intrinsic and extrinsic motivation-Positive and negative motivation 

From the above mentioned classes of motivation, positive and negative motivation is taken for 

ourdiscussion: 



Positive MotivationIt is the process in which a manager attempts to influence the employees 

behavior in such a way which could enhance the courage and zeal towards the job. It is 

concerned with the incentives such as increase in salary, allowances, benefits, provision of 

promotion, rewards and others; achievement such as, praise, encouragement, acceptance by 

group and respect by the management. Similarly, positive motivation may be financial or non-

financial or individual or group motivation  

Negative motivation It is an act of forcing the staff members to work by holding out threats or 

punishment such as reprimands, disciplinary actions, demotion, loss of job, deduction of salary 

etc. Any kind of deterioration may be included in negative motivation. 

QUES. CONTROLLING 

 
The Controlling acts as a very useful managerial function or the tool as it ensures that the actions 

conform to the expected results with the help of the suitable feedback systems. This process also 

includes correcting any deviation time in order to see that the results are ensured within the 

proper time and the costs as per the planned standards. 

One very important point that should be kept in mind is that for having the control, it is very 

necessary to plan the things, i.e., without the planning, the control cannot be obtained. The major 

reason behind this is that if we will not know about the things that are to be achieved, the 

resources that are available, the various things that are to be taken care of etc. then it will not be 

possible to carry on with the process in a controlled manner. 

So now, it can be said that planning is very much needed both at the personal level as well as at 

the organisation level as it acts as a mental discipline and plays a very major role in the process 

of the controlling. But one very important thing that should be taken care of is that the planning 

that is done for controlling the process should be done very carefully and should not be vague in 

nature, i.e., should be very meaningful so that it can help in the establishment of the controlling 

standards. 

Control or controlling techniques are nothing new to business. They are as old as the business 

itself. Controlling is necessary for even the very best can be improved. Control implies 



information combined with action. It is a process of directing a set of variables towards 

predetermined objectives. 

Managerial function of control implies measurement and correction of the performance of 

subordinates in order to make sure that enterprise objectives and the plans devised to attain them 

are accomplished. Process of control ensures that what is done is what was intended. Thus, 

control is the function of management which comes at the end but is never ending. It is a 

function to be exercised at each level of management and not related to the top management 

only. 

Controlling consists of verifying whether everything occurs in conformities with the plans 

adopted, instructions issued and principles established. Controlling ensures that there is effective 

and efficient utilization of organisational resources so as to achieve the planned goals. 

Controlling measures the deviation of actual performance from the standard performance, 

discovers the causes of such deviations and helps in taking corrective actions. 

 

What is Controlling – Definitions: By Koontz & O’Donnell, G. Terry, Brech and Donnell 

Control is any process that guides activity towards some predetermined goals. Thus, control can 

be applied in any field such as price control, distribution control, pollution control, etc. However, 

control as an element of management process can be defined as the process of analysing 

whether actions are being taken as planned and taking corrective actions to make these to 

conform to planning. Thus, control process tries to find out deviations between planned 

performance and actual performance and to suggest corrective actions wherever these are 

needed. 

For Example – Terry has defined control as follows: 

“Controlling is determining what is being accomplished, that is evaluating the performance and, 

if necessary, applying corrected measures so that the performance takes place according to plan.” 

What is Controlling – Importance 

Control is a fundamental function of management that ensures achievement of goals according to 

plans. The absence of control could be very costly and unproductive. It is an essential feature of 

scientific and successful management. 

The importance of control will be evident from the following: 



(i) Basis of Execution of Plans: 

Control is the only means to ensure that the plans are being properly implemented. It measures 

progress, un-covers deviations indicates corrective steps and keeps every things on track. It is an 

indispensable past of management. J. Beatty has saw that without watch fullness and feedback of 

an efficient control system there is little likelihood that even the best laid plans will even work 

out as expected. 

(ii) Achievement of Goals: 

It keeps activities on the right path because the process of control is goal oriented. If anything 

goes on wrong track, remedial steps are undertaken immediately. It helps to minimise wastage 

and losses. 

(iii) Decentralisation of Authority: 

An effective control system facilitates the delegation of authority and ensure that the 

subordinates do not deviate from a predetermined course of action. The feedback information 

helps managers check whether actions taken at lower levels are in the line with what has been 

planned or not. 

(iv) Basis for Future Action: 

The control system provides feedback information and reveals shortcomings in plans. It helps in 

preparing better plans in future. The long term planning is not possible until control information 

is available in time to the managers. It facilities decision making in future. 

(v) Orders and Disciplines: 

While pursuing goals, managers and their subordinates often commit mistakes. A good control 

system helps check and diagnose the problems before they turn serious in nature. It keeps the 

subordinates under check and brings discipline among them. 

(vi) Promotes Coordination: 

It facilitates coordination between different departments and divisions by providing them unity 

of direction. It builds the individuals and their activities with the common objectives. It also 

plays the role of bridge between different levels of authority. 

(vii) Cope with Uncertainty and Change: 

The environment in which organisations operate is complex and ever changing. The organisation 

should keep a watchful eye on such development and respond intelligently. The timely actions 

can be initiated to prevent mistakes from becoming serious threats. 



(viii) Boosting the Morale of the Employees: 

Every employee knows it very well that what he is expected to do and what are the standard of 

performance against which his performance is to be compared. Such healthy attitude on the part 

of employee toward the work place helps in keeping morale of employees at higher level. 

On the analysis of mentioned definitions, the features of controlling are as follows: 

Feature # 1. Basic Function: 

Control is an essential function of every manager who is performing the functions like planning, 

organising, staffing and directing. In fact it is a follow up action to other functions of 

management. 

Feature # 2. Continuous Process: 

Controlling is a continuous process having no definable end. It involves constant and regular 

monitoring of activities in order to improve the performance. 

According to Koontz and O’Donnell, “just as the navigator continuously takes a planned action, 

so should the business manager continually lake a reading to assure to himself that his enterprise 

or department is on course”. The manager has to perform this function continuously along with 

other functions of management. 

Feature # 3. Dynamic Process: 

Control is dynamic in the sense, not static. It involves review of standards as well as corrective 

actions which may lead to changes in other managerial functions. A properly designed control 

system can help managers anticipate, monitor and respond to changing circumstances. 

Feature # 4. Forward Looking: 

Control is related to future because past cannot be controlled. It involves postmortem 

examination of past events. It seeks to improve future results on the basis of experience gained in 

the past. A successful control process is one that effects corrections to the organisation before the 

deviations become serious. 

Feature # 5. People Oriental: 

R.C. Davis has said that the approach of managerial control is people oriented. It is attained 

through people and not things. The attitudes of people are more important for the success of 

control. 

Feature # 6. Pervasive Function: 



It is an essential function of every manager. Every manager working in organisation irrespective 

of his position has to control and command over the activities of subordinates as to produce 

desired results. The nature and extent of control may differ from one level to another. 

Feature # 7. Goal Oriented: 

Control guides activities towards predetermined goals. The function of controlling is positive. It 

should not be considered negative in character. The primary focus of controlling is to active 

results. 

Feature # 8. Action Oriented: 

The essence of control lies in the corrective action taken to bridge the gap between standards and 

actual performance. The corrective action is designed to improve the performance in future. The 

timely action to correct defeats minimise waste of time, money and efforts. 

4 Steps of Control Process are; 

1. Establishing standards and methods for measuring performance. 

2. Measuring performance. 

3. Determining whether performance matches the standard. 

4. Taking corrective action. 

 



These steps are described below; 

1. Establishing Standards and Methods for Measuring Performance 

Standards are, by definition, simply the criteria of performance.They are the selected points in an 

entire planning program at which performance is measured so that managers can receive 

signals about how things are going and thus do not have to watch every step in the execution of 

plans. Standard elements form precisely worded, measurable objectives and are especially 

important for control. In an industrial enterprise, standards could include sales and production 

targets, work attendance goals, safety records, etc.In service industries, on the other hand, 

standards might include several time customers have to wait in the queue at a bank or the number 

of new clients attracted by a revamped advertising campaign. 

2. Measuring the Performance 

The measurement of performance against standards should be done on a forward-looking basis 

so that deviations may be detected in advance of their occurrence and avoided by appropriate 

actions. Several methods are used for measuring the performance of the organization. If 

standards are appropriately drawn and if means are available for determining exactly what 

subordinates are doing, appraisal of actual or expected performance is fairly easy. But there are 

many activities for which it is difficult to develop accurate standards, and there are many 

activities that are hard to measure. It may be quite simple, for example, to establish labor-hour 

standards for the production of a mass-produced item and it may be equally simple to measure 

performance against these standards, but in the less technical kinds of work. 

For example, controlling the work of the industrial relations manager is not easy because definite 

standards cannot be easily developed. The superior of this type of manager often rely on vague 

standards, such as the attitude of labor unions, the enthusiasm, and loyalty of subordinates, the 

index of labor turnover and/or industrial disputes, etc. In such cases, the superior’s measurements 

are often equally vague. 

3. Determining whether Performance Matches the Standard 

https://www.iedunote.com/performance-evaluation
https://www.iedunote.com/performance-evaluation
https://www.iedunote.com/methods-of-performance-evaluation


Determining whether performance matches the standard is an easy but important step in the 

control process. It involves comparing the measured results with the standards already set. If 

performance matches the standard, managers may assume that “everything is under control”. In 

such a case the managers do not have to intervene in the organization’s operations. 

4. Taking Corrective Action 

This step becomes essential if performance falls short of standards and the analysis indicates that 

corrective action is required. The corrective action could involve a change in one or more 

activities of the organization’s operations. For example, the branch manager of a bank might 

discover that more counter clerks are needed to meet the five-minute customer-waiting standard 

set earlier. Control can also reveal inappropriate standards and in that case, the corrective action 

could involve a change in the original standards rather than a change in performance. It needs to 

be mentioned that, unless managers see the control process through to its conclusion, they are 

merely monitoring performance rather than exercising control. 
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