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CHS 313 HEALTH MANAGEMENT Il

Introduction

CHS 313: Health Management Il is a first semesterse work of two credit hours to be taken by
all students, in the BSc. Community Health programmthe School of Science & Technology.
The course consists of 15 units embracing the thaod principles of management. The course
guide tells you what the course is all about tluarse. It also contains other information such as
Tutor-marked Assignments / Questions. In the coafgeur studies, you will be exposed to some
tutorial classes.

Information concerning this will be communicatedy/tu in due course.

Course Content
The course content consists of:
» Overview of Management
* Principles of Management
» Principles of Scientific Management
» Management Process — Functions | — (Planning)
* Management Process — Functions Il - Organizing
* Human Resource Management
» Performance Appraisal
» Power and Delegation of Authority
* Motivation
* Leadership
» People Related Issues in Management
» Group Processes And Team Working
» Effective Communication in the Workplace
» Time Management
* Total Quality Management

Course Aims

The aim of this course is to expose you to thegglas and practices of management as a
prerequisite for effective utilization of resourcesachieving desired result even in health care
delivery system.

The aims will be achieved by:
» Explaining the principles, features, objectives andortance of management
» Describing the various functions of management stscplanning, organizing and staffing
» Identifying and describing the role of leadershipg anotivation in achieving result through
people.
» Explain the human resource function.
» Describing the principle of time management and a€quire skills in effective time
management.
Objectives
At the end of this course, you should be able to:
» Explain the definition and scope of management.
» Identify and explain the functions of management.
» Appreciate the importance of human resources fanstin the process of management
* Apply the principles of management in Community lteaare
» Demonstrate the importance of effective commuroceitn management.
» Acquire skills in effective time management



* Explain the concept of Total Quality Management apply the principles to work
situation.
Course Materials
» Course Guide
» Study Units
» Text Books
» _Assignment Guide

Study Units
There are 15 units in this course, which shouldthdied carefully.
Unit 1: Overview of Management 10
Unit 2 — Principles of Management | 20
Unit 3 — Principles of Scientific Management 28
Unit 4 Management Process — Functions | (Planning) 36
Unit 5 Management Process — Functions Il - Orgagizi 45
Unit 6 Human Resource Management 56
Unit 7 Performance Appraisal 68
Unit 8 - Power and Delegation of Authority 74
Unit 9 — Motivation 82
Unit 10 - Leadership 93
Unit 11 - People Related Issues in Management 104
122
Unit 12 - Group Processes and Team Working
Unit 13 - Effective Communication in the workplace 120
Unit 14 - Effective Time Management 127
Unit 15 - Total Quality Management 134

Each study unit will take at least three hours aadsists of the introduction, objectives, main
content, exercise, conclusion, summary and refeeas well as tutor-marked question.
Assignments

You are expected to study the materials and d@xleecises. Reference texts are produced at the
end of each unit for you to get additional inforroat

There are assignments at the end of each unit@ndrne expected to do all of them.

Assessment

Tutor-marked assignments

You are expected to apply what you have learnhédontents of the study units to do them and
return to your tutor for grading.

Final Written Examination

There will be a written examination at the endref tourse and it will attract 70%.

Summary

Course CHS 313 — Health Management Il will expase tp the principles and practice of
management in Health Care.
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Module 1: Fundamentals of Management
Unit 1: Overview of Management

CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Content

4.0 Conclusion

5.0 Summary

6.0 Tutor-Marked Assignment

7.0 References/Further Readings
1.0 Introduction

This unit introduces the subject management. ttudises the various definitions of management.
The unit further explains the features and levéimanagement. Finally, it discusses the objectives
and importance of management and concludes byreliffiating between management and
administration.

2.0 Objectives
At the end of this unit, learners will:

» Define management

» |dentify the features of management

* Enumerate and discuss the various levels of managem

» Appreciate the importance and the objectives ofagament
» Distinguish between management and administration.

3.0 Main Content
3.1 What is Management?

Management is a universal phenomenon. It is a yampular and widely used term. All
organizations - business, political, cultural ociab are involved in management because it is
management which helps and directs the variousteffowards a definite purpose. According to
Harold Koontz “Management is an art of getting things done ufgio (and with) people in a
formally organized groups. It is an art of creatargenvironment in which people can perform as
individuals and can co-operate towards the attamiraggroup goals”. According t6.W. Taylor
“Management is an art of knowing what to do, wherld and see that it is done in the best and
cheapest way”.

Management is a purposive activity. It is someththgt directs group efforts towards the
attainment of certain pre — determined goals. thesprocess of working with and through others
to effectively achieve the goals of the organizatiby efficiently using limited resources in the
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changing world. Of course, these goals may varynfane enterprise to another. E.g.: For one
enterprise it may be launching of new products drydticting market surveys and for other it may
be profit maximization by minimizing cost.

Management involves creating an internal envirortmelt is the management which puts into use
the various factors of production. Therefore, ithe responsibility of management to create such
conditions which are conducive to maximum effodstisat people are able to perform their task
efficiently and effectively. It includes ensuringadlability of raw materials, determination of
wages and salaries, formulation of rules and reiguia etc.

Therefore, we can say that good management inclodts being effective and efficient. Being
effective means doing the appropriate task i.&@n§tthe square pegs in square holes and round
pegs in round holes. In other words, being effectiveans doing the right thing to achieve the
organisation’s objective. On the other hand, baffigient means doing the task correctly, at the
least possible cost and with minimum wastage auees.

Management has many definitions just as there argyrmanagers. Sometimes, the definition you
give to management depends on the perspective Wrbith you look at it. Thus, definition of
management has been broken into four categoritslass:

Management as a Process
Management as an Activity
Management as a Discipline
Management as a Group

PwnhE

3.1.1 Management as a Process

As a process, management refers to a series of+dated functions. It is the process by which
management creates, operates and directs purpageaaization through systematic, coordinated
and co-operated human efforts, according to Prabad;Management is a distinct process

consisting of planning, organizing, motivating aondntrolling, performed to determine and

accomplish stated objective by the use of humangseand other resources”. As a process,
management consists of three aspects:

1. Management is a social process — Since human f&torost important among the other
factors, therefore management is concerned witkeldping relationship among people. It is
the duty of management to make interaction betwgsople — productive and useful for
obtaining organizational goals.

2. Management is an integrating process — Managemmetdrtakes the job of bringing together
human physical and financial resources so as t®aelorganizational purpose. Therefore, is
an important function to bring harmony betweenmasifactors.

3. Management is a continuous process — It is a nemding process. It is concerned with
constantly identifying the problem and solving thieyntaking adequate steps. It is an on-going
process.
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3.1.2 Management as an Activity

Like various other activities performed by humaimbe such as writing, playing, eating, cooking

etc, management is also an activity because a reamagne who accomplishes the objectives by
directing the efforts of others. According to KomntManagement is what a manager does”.
Management as an activity includes —

1. Informational activities — In the functioning of §iness enterprise, the manager constantly has
to receive and give information orally or in writte A communication link has to be
maintained with subordinates as well as supermreffective functioning of an enterprise.

2. Decisional activities — Practically all types of magerial activities are based on one or the
other types of decisions. Therefore, managers argintiously involved in decisions of
different kinds since the decision made by one manbecomes the basis of action to be taken
by other managers. (E.g. Sales Manager is decttmgnedia and content of advertising).

3. Inter-personal activities — Management involvesiedhg goals through people. Therefore,
managers have to interact with superiors as weah@sub-ordinates. They must maintain good
relations with them. The inter-personal activitiesdude with the sub-ordinates and taking care
of the problem. (E.g. Bonuses to be given to theadinates).

3.1.3 Management as a Discipline

Management as a discipline refers to that brandinofvledge which is concerned with the study
of principles and practices of basic administratiinspecifies certain code of conduct to be
followed by the manager and also various methodmBmaging resources efficiently.

Management as a discipline specifies certain cddmiaduct for managers and indicates various
methods of managing an enterprise. Managementasitge of study which is now formally being
taught in various institutions and universitieeaftompleting a prescribed course or by obtaining
degree or diploma in management, a person camg#bgment as a manager.

Any branch of knowledge that fulfils following twequirements is known as discipline:

1. There must be scholars and thinkers who communicaitevant knowledge through
research and publications.
2. The knowledge should be formally imparted by edocaand training programmes.

Since management satisfies both these problemgftine it qualifies to be a discipline. Though it
is comparatively a new discipline but it is growiaiga faster pace.

3.1.4 Management as a Group

Management as a group refers to all those pershogperform the task of managing an enterprise.
When we say that management of ABC and Co. is gaedare referring to a group of people
those who are managing. Thus as a group technispiyaking, management will include all
managers from chief executive to the first — linenagers (lower-level managers). But in common
practice management includes only top managementChief Executive, Chairman, General
Manager, Board of Directors etc. In other wordesthwho are concerned with making strategic
decisions that determine the fate of the orgaromatThese persons enjoy the authorities to use
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resources to accomplish organizational objectived also responsibility to for their efficient
utilization.

Management as a group may be looked at in 2 diffevays:

1. All managers taken together.
2. Only the top management

The interpretation depends upon the context in vthese terms are used. Broadly speaking, there
are 3 types of managers -

1. Patrimonial / Family Manager: Those who have becameagers by virtue of their being
owners or relatives of the owners of company.

2. Professional Managers: Those who have been appoarteaccount of their specialized
knowledge and degree.

3. Political Managers / Civil Servants: Those who nggnpublic sector undertakings.

Managers have become a part of elite group of goeie they enjoy higher standard of living in
the society.

3.2 Features of Management

Management is an activity concerned with guidingnan and physical resources such that
organizational goals can be achieved. Nature ofag@ment can be highlighted as: -

1. Management is Goal-Oriented: The success of anyagsnent activity is accessed by its
achievement of the predetermined goals or objecilanagement is a purposeful activity. It is
a tool which helps use of human and physical ressuto fulfill the pre-determined goals. For
example, the goal of an enterprise is maximum cmesusatisfaction by producing quality
goods and delivering them to customers at a phiaedives the organization some profit. This
can be achieved by employing efficient personsraaking better use of scarce resources.

2. Management integrates Human, Physical and FinaR&aburces: In an organization, human
beings work with non-human resources like machihgterials, financial assets, buildings
etc. Management integrates human efforts to theseurces. It brings harmony among the
human, physical and financial resources.

3. Management is Continuous: Management is an ongpmogess. It involves continuous
handling of problems and issues. It is concernetth wdentifying the problem and taking
appropriate steps to solve it. E.g. the target afompany is maximum production. For
achieving this target various policies have to faenked but this is not the end. Marketing and
Advertising is also to be done. For this policies/én to be again framed. Hence this is an
ongoing process.

4. Management is all Pervasive: Management is requivedl types of organizations whether it
is political, social, cultural or business becaitdeelps and directs various efforts towards a
definite purpose. Thus clubs, hospitals, politigaities, colleges, hospitals, business firms all
require management. Whenever more than one pessengaged in working for a common
goal, management is necessary. Whether it is a dmsihess firm which may be engaged in
trading or a large firm like Tata Iron and Steelamagement is required everywhere
irrespective of size or type of activity.
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5. Management is a Group Activity: Management is waiych less concerned with individual’'s
efforts. It is more concerned with groups. It inxed the use of group effort to achieve
predetermined goal of management of XYZ and Cagasd refers to a group of persons
managing the enterprise.

3.3 Levels of Management

The term “Levels of Management’ refers to a linedeimarcation between various managerial
positions in an organization. The number of lewelsnanagement increases when the size of the
business and work force increases and vice vetsalével of management determines a chain of
command, the amount of authority and status enjdyedny managerial position. The levels of
management can be classified in three broad cassger

1. Top level / Administrative level
2. Middle level / Executory
3. Low level / Supervisory / Operative / First-line naaers

Managers at all these levels perform different fioms. The role of managers at all the three levels
is discussed below:

exesulive coaching, change management,
leadership, delegation® empowement, etc.

problem schving, team building,
talent cevelopment, pariormance managameant, eic.

emational intelligence &

coaching for performance, etc.

LEVELS OF MANAGEMENT
1. Top Level of Management

It consists of board of directors, chief executivenanaging director. The top management
is the ultimate source of authority and it manageals and policies for an enterprise. It
devotes more time on planning and coordinatingtfans.

The role of the top management can be summarizéallaws —

Top management lays down the objectives and brokcigs of the enterprise.

It issues necessary instructions for preparationdepartment budgets, procedures,
schedules etc.

It prepares strategic plans and policies for therpnise.

It appoints the executive for middle level i.e. dgmental managers.

It controls and coordinates the activities of hé# departments.

It is also responsible for maintaining a contadhwihe outside world.

oo
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2.

It provides guidance and direction.
The top management is also responsible to the Isblaexs for the performance of the
enterprise.

Middle Level of Management

The branch managers and departmental managerstetnstiddle level. They are responsible
to the top management for the functioning of th#@partment. They devote more time to
organizational and directional functions. In smatfanization, there is only one layer of
middle level of management but in big enterprisieste may be senior and junior middle level
management. Their role can be emphasized as —

a.

S@m0a0 o

3.

They execute the plans of the organization in ataace with the policies and directives of
the top management.

They make plans for the sub-units of the orgarorati

They participate in employment and training of lovexel management.

They interpret and explain policies from top leme&lnagement to lower level.

They are responsible for coordinating the actigitithin the division or department.

It also sends important reports and other impodartd to top level management.

They evaluate performance of junior managers.

They are also responsible for inspiring lower lawanagers towards better performance.

Lower Level of Management

Lower level is also known as supervisory / opertievel of management. It consists of
supervisors, foreman, section officers, superirdehdetc. According toR.C. Davis
“Supervisory management refers to those executwiesse work has to be largely with
personal oversight and direction of operative erygds”. In other words, they are concerned
with direction and controlling function of managarherlheir activities include —

aoow

®

T Sa

Assigning of jobs and tasks to various workers.

They guide and instruct workers for day to day\atidis.

They are responsible for the quality as well amtjtiaof production.

They are also entrusted with the responsibility nedintaining good relation in the
organization.

They communicate workers problems, suggestionsyecmwmmendatory appeals etc to the
higher level and higher level goals and objectieethe workers.

They help to solve the grievances of the workers.

They supervise and guide the sub-ordinates.

They are responsible for providing training to tinarkers.

They arrange necessary materials, machines, taoferegetting the things done.

They prepare periodical reports about the perfoomari the workers.

. They ensure discipline in the enterprise.

They motivate workers.

. They are the image builders of the enterprise mxdlney are in direct contact with the

workers.

3.4 Objectives of Management
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The main objectives of management are:

1.

Getting Maximum Results with Minimum Efforts — Theain objective of management is to
secure maximum outputs with minimum efforts andouveses. Management is basically
concerned with thinking and utilizing human, maérand financial resources in such a
manner that would result in best combination. Tambination results in reduction of various
costs.

Increasing the Efficiency of factors of ProductienThrough proper utilization of various
factors of production, their efficiency can be e&sed to a great extent which can be obtained
by reducing spoilage, wastages and breakage &frals, this in turn leads to saving of time,
effort and money which is essential for the groeuid prosperity of the enterprise.

Maximum Prosperity for Employer and Employees — Bgement ensures smooth and
coordinated functioning of the enterprise. Thisum helps in providing maximum benefits to
the employee in the shape of good working condjtsaiitable wage system, incentive plans on
the one hand and higher profits to the employetherother hand.

Human betterment and Social Justice — Managemergssas a tool for the upliftment as well
as betterment of the society. Through increasedymtovity and employment, management
ensures better standards of living for the socidtyprovides justice through its uniform
policies.

3.5 Importance of Management

1.

It helps in Achieving Group Goals — It arranges thetors of production, assembles and
organizes the resources, integrates the resouradfective manner to achieve goals. It directs
group efforts towards achievement of pre-determirggdhls. By defining objective of
organization clearly there would be no wastageimiet money and effort. Management
converts disorganized resources of men, machinesgynetc. into useful enterprise. These
resources are coordinated, directed and controleduch a manner that enterprise work
towards attainment of goals.

Optimum Utilization of Resources — Management zg#gi all the physical and human resources
productively. This leads to efficacy in managemeltanagement provides maximum
utilization of scarce resources by selecting it Ip@ssible alternate use in industry from out of
various uses. It makes use of experts, professaathese services leads to use of their skills,
knowledge, and proper utilization and avoids wastalj employees and machines are
producing at their maximum ability and capacityerth is no under employment of any
resources.

Reduces Costs — It gets maximum results througlimmim input by proper planning and by
using minimum input and getting maximum output. Mgament uses physical, human and
financial resources in such a manner which resaoltsest combination. This helps in cost
reduction.

Establishes Sound Organization — No overlappingetibrts (smooth and coordinated
functions). To establish sound organizational $tmecis one of the objective of management
which is in tune with objective of organization afwl fulfillment of this, it establishes
effective authority and responsibility relationship. who is accountable to whom, who can
give instructions to whom, who are superiors ana ahe subordinates. Management fills up
various positions with right persons, having rightlls, training and qualification. All jobs
should be clear to everyone.

Establishes Equilibrium — It enables the organaratio survive in changing environment. It
keeps in touch with the changing environment. Wtk change is external environment, the
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initial co-ordination of organization must be chadgSo it adapts organization to changing
demand of market / changing needs of societieis. iesponsible for growth and survival of
organization.

6. Essentials for Prosperity of Society — Efficient ragement leads to better economical
production which helps in turn to increase the arelfof people. Good management makes a
difficult task easier by avoiding wastage of scaresource. It improves standard of living. It
increases the profit which is beneficial to bustnasd society will get maximum output at
minimum cost by creating employment opportunitiekiclv generate income in hands.
Organization comes with new products and researtotesficial for society.

3.6 Management and Administration

According to Katz, R. L. “Administration means oakdetermination of policies, setting of major
objectives, the identification of general purposesl laying down of broad programmes and
projects”. It refers to the activities of highewdd. It lays down basic principles of the entergris
According to Koonz, H., “Administration means guida, leadership and control of the efforts of
the groups towards some common goals”.

Whereas, management involves conceiving, initiatind bringing together the various elements;
coordinating, actuating, integrating the diversgamizational components while sustaining the
viability of the organization towards some pre-deii@ed goals. In other words, it is an art of
getting things done through and with people in fallynorganized groups.

The difference between Management and Administattan be summarized under 2
categories:

1. Functions
2. Usage / Applicability

On the Basis of Functions: -

Basis Management Administration

Meaning = Management is an art of getting things donéis concerned with formulation of
through others by directing their efforisbroad objectives, plans and policies.
towards achievement of pre-determined goals.

Nature Management is an executing function. Adriai®n is a decision-
making function.

Process Management decides who should do it aAdiministration decides what is tb
how should he do it. be done and when it is to be done.

Function | Management is a doing function becaus&dministration is a thinking
managers get work done under theifunction because plans and policies
supervision. are determined under it.
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Skills Technical and Human skills Conceptual andrtdao skills

Level Middle and lower level function Top level fttion

On the Basis of Usage: -

Basis Management Administration

Applicability | It is applicable to business concerndt is applicable to non-business concerns
i.e. profit-making organization. i.e. clubs, schools, hospitals, government
ministries and departments, etc.

Influence The management decisions ar&he administration is influenced by
influenced by the values, opinions,public opinion, govt. policies, religious
beliefs and decisions of the organizations, customs etc.
managers.

Status Management constitutes théAdministration represents owners of the
employees of the organization whoenterprise who earn return on their
are paid remuneration (in the form ofcapital invested and profits in the form of
salaries and wages). dividend.

Practically, there is no difference between managenand administration. Every manager is
concerned with both — administrative managementtfon and operative management function as
shown in the figure. However, the managers whahageer up in the hierarchy devote more time
on administrative function and the lower level devonore time on directing and controlling
worker’s performance i.e. management.

Top Level

Middle Level

Administration

Management

Lower Level

The Figure above clearly shows the degree of adination and management performed by the
different levels of management

4.0 Summary

The subject management was introduced in this @onsequently, various definitions such as
management being a process, an activity, a diseidimong others were given. The features of
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management such as: goal orientation and beingncmnts were considered. Three levels of
management were identified and discussed. Thehightighted the objectives and significance of
management. It concluded by distinguishing betwemmagement and administration using
meaning, nature, process, function, skills andlteas basis of comparison.

5.0 Conclusion
The following conclusions are drawn from the unit:

Management is a universal phenomenon applicaldeeény facet of human endeavour — business,
politics, culture, social among others. Managene@so a purposeful activity because it directs
group efforts toward achieving a pre-determinediggdaurthermore that management exits at all
levels — top, middle and lower levels. It is alsmncerned with harnessing human and physical
resources to facilitate achievement of organizaligoals. Therefore, management is a skill that
all managers must acquire to be efficient and &ffec

6.0 Tutor Marked Assignment
Discuss the features, objectives and significariceamagement.
Management and administration mean the same thinge-or False? Justify your stand
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1.0 Introduction

Unit 2 focuses on the underlining principles updmacl management rests. It will examine the 14
principles of management as described by Henri [Fd#tywill discuss the features and importance

of the principles.

2.0 Objectives

At the end of the unit, learners will:

» Explain the meaning of principle

» |dentify the 14 principles of management as dised4s/ Henri Fayol

* Enumerate and discuss the features of the prircgdflenanagement

» Discuss the importance of principles of management

3.0 Main Content

3.1 Meaning of Principle

A principle refers to a fundamental truth. It esitglies cause and effect relationship between two
or more variables under given situation. They sawvea guide to thought and actions. Therefore,
management principles are the statements of fund@nguth based on logic which provides

guidelines for managerial decision making and astidhese principles are derived: -

a. From observation and analysis i.e. practical expee of managers.
b. By conducting experimental studies.

3.1. Henry Fayol 14 Principles of Management

The following are the 14 Principles of Managemesgatibed by Henry Fayol.
1. Division of Labor
a. Henry Fayol has stressed on the specializationls. |

b. He recommended that work of all kinds must be dglicand subdivided and allotted to
various persons according to their expertise iariqular area.
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Subdivision of work makes it simpler and resultgfficiency.
It also helps the individual in acquiring speed;uaacy in his performance.
Specialization leads to efficiency and economypheses of business.

Party of Authority and Responsibility

Authority and responsibility are co-existing.

If authority is given to a person, he should algorbade responsible, for some specific
tasks.

In a same way, if anyone is made responsible fgrjah, he should also be given the
auhority to enable him discharge the responsjiilie. to do the job).

Authority refers to the right of superiors to getetness from their sub-ordinates whereas
responsibility means obligation for the performantéhe job assigned.

There should be a balance between the two i.e.rthesg go hand in hand.

Authority without responsibility leads to irrespdrie behavior whereas responsibility
without authority makes the person ineffective.

Principle of One Boss

a. A sub-ordinate should receive orders and be acebilento one and only one boss at a
time.

b. In other words, a sub-ordinate should not recenatructions from more than one
person because —

- It undermines authority

- Weakens discipline

- Divides loyalty

- Creates confusion

- Delays and chaos

- Escaping responsibilities
- Duplication of work

- Overlapping of efforts

And as the saying goes “ a man who serves two mnsaste time will certainly love
one and hate the other or satisfy one and disgahisfother”

c. Therefore, dual sub-ordination should be avoidetessand until it is absolutely
essential.

d. Unity of command provides the enterprise a disogdi, stable and orderly existence.

e. It creates harmonious relationship between supednd sub-ordinates.

Unity of Direction

Fayol advocates one head one plan which meanshirat should be one plan for a group
of activities having similar objectives.

Related activities should be grouped together. &lsbould be one plan of action for them
and they should be under the charge of a particotarager.

According to this principle, efforts of all the mbers of the organization should be
directed towards common goal.

Without unity of direction, unity of action canno¢ achieved.

In fact, unity of command is not possible withoutty of direction.
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Basis

Meaning

Nature

Necessity

Advantage

Result

Unity of command Unity of direction

It implies that a sub-ordinate shouldIt means one head, one plan for a graup
receive orders and instructions from orilyof activities having similar objectives.
one boss.

It is related to the functioning of It is related to the functioning of
personnel’s. departments, or organization as a whole.

It is necessary for fixing responsibility cf It is necessary for sound organization.
each subordinates.

It avoids conflicts, confusion and chaos. It avoids duplication of efforts and
wastage of resources.

It leads to better superior sub-ordinatdt leads to smooth running of the
relationship. enterprise.

Therefore it is obvious that they are differeninfreach other but they are dependent on each other
i.e. unity of direction is a pre-requisite for yniaef command. But it does not automatically come
from the unity of direction.

5. Equity

~Poo oW

S Q

Equity means combination of fairness, kindnessjastice.

The employees should be treated with kindness quitlyaf devotion is expected of them.

It implies that managers should be fair and imphwtihile dealing with the subordinates.

They should give similar treatment to people ofiinposition.

They should not discriminate with respect to agste, sex, religion, relation etc.

Equity is essential to create and maintain cordé#tions between the managers and sub-
ordinate.

But equity does not mean total absence of harshness

Fayol was of opinion that, “at times force and haess might become necessary for the sake

of equity”.
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Order

This principle is concerned with proper and syst#rarangement of things and people.
Arrangement of things is called material order ptadtement of people is called social order.
Material order- There should be safe, appropriate specific place for every article and every
place to be effectively used for specific activatyd commodity.

Social order- Selection and appointment of mostable person on the suitable job. There
should be a specific place for every one and everghould have a specific place so that they
can easily be contacted whenever need arises.

. Discipline

cooo

According to Fayol, “Discipline means sincerity, eolience, respect of authority and
observance of rules and regulations of the entfri

This principle implies that subordinate should extgheir superiors and obey their order.

It is an important requisite for smooth runninglod enterprise.

Discipline is not only required on the path of sudoates but also on the part of management.
Discipline can be enforced if —

- There are good superiors at all levels.
- There are clear and fair agreements with workers
- Sanctions (punishments) are judiciously applied.

7.

Initiative

Workers should be encouraged to take initiativihenwork assigned to them.

It means eagerness to initiate actions withoutdasked to do so.

Fayol advised that management should provide oppibytto its employees to suggest
ideas, experiences and new method of work.

d. It helps in developing an atmosphere of trust amteustanding.

e. People then enjoy working in the organization beedtiadds to their zeal and energy.

f.

g

oo

To suggest improvement in formulation and impleragan of place.
. They can be encouraged with the help of monetadynam-monetary incentives.

Fair Remuneration

a. The quantum and method of remuneration to be paidh¢ workers should be fair,
reasonable, satisfactory and rewarding of the tsffor

b. As far as possible it should accord satisfactiobdth employer and the employees.

c. Wages should be determined on the basis of codiviofy, work assigned, financial
position of the business, wage rate prevailing etc.

d. Logical and appropriate wage rates and methodsheif payment reduce tension and
differences between workers and management creaesonious relationship and
pleasing atmosphere of work.

e. Fayol also recommended provision of other benefitsh as free education, medical and
residential facilities to workers.
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9. Stability of Tenure

a.

b.

Fayol emphasized that employees should not be mioggdently from one job position to
another i.e. the period of service in a job shdagddixed.

Therefore employees should be appointed after kgeipi view principles of recruitment
and selection but once they are appointed theuicges should be kept unless there is any
serious problem against the policy of the orgaiopat

According to Fayol. “Time is required for an empeyto get used to a new work and
succeed to doing it well but if he is removed beftinat he will not be able to render
worthwhile services”.

As a result, the time, effort and money spent aiming the worker will go waste.

Stability of job creates team spirit and a senséalbngingness among workers which
ultimately increases the quality as well as quamitwork.

10. Scalar Chain

a.

b.

C.

e.

Fayol defines scalar chain as 'The chain of supgm@anging from the ultimate authority to
the lowest”.

Every orders, instructions, messages, requesttareatpn etc. has to pass through Scalar
chain.

But, for the sake of convenience and urgency,ghth can be cut shirt and this short cut is
known as Gang Plank.

A Gang Plank is a temporary arrangement betweendifferent points to facilitate quick
and easy communication as explained below:

AN

GANG PLANK

In the figure given, if D has to communicate withh& will first send the communication
upwards with the help of C, B to A and then dowrdgawith the help of E and F to G
which will take quite some time and by that tintemiay not be worth-while therefore a
gang plank has been developed between the two.

Gang Plank clarifies that management principlesnaterigid rather they are very flexible.
They can be moulded and modified as per the reains of situations

11. Sub-Ordination of Individual Interest to Generakhest

a. An organization is much bigger than the individitatonstitutes therefore interest of the

undertaking should prevail in all circumstances.
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As far as possible, reconciliation should be acdtdewetween individual and group
interests.

But in case of conflict, individual must sacrififag bigger interests.

In order to achieve this attitude, it is esserthat —

- Employees should be honest and sincere.

- Proper and regular supervision of work.

- Reconciliation of mutual differences and clasbgsnutual agreement. For
example, for change of location of plant, for chao{ profit sharing ratio, etc.

12. Espirit De’ Corps (can be achieved through unitgaihmand)

It refers to team spirit i.e. harmony in the womowps and mutual understanding among
the members.

Spirit De’ Corps inspires workers to work harder.

Fayol cautioned the managers against dividing tmpl@yees into competing groups

because it might damage the moral of the workedsiaterest of the undertaking in the

long run.

To inculcate Espirit De’ Corps following steps shibbe undertaken —

There should be proper co-ordination of work atealels

Subordinates should be encouraged to develop idaetations among themselves.

Efforts should be made to create enthusiasm anthkess among subordinates so that they
can work to the maximum ability.

Efficient employees should be rewarded and those ark not up to the mark should be
given a chance to improve their performance.

Subordinates should be made conscious of that wératihey are doing is of great
importance to the business and society.

He also cautioned against the use of British patbér communication to the subordinates
i.e. face to face communication should be develogé® managers should infuse team
spirit and belongingness. There should be no gacmisunderstanding. People then enjoy
working in the organization and offer their besvénds the organization.

13. Centralization and De-Centralization

a.

Centralization means concentration of authority tlé top level. In other words,
centralization is a situation in which top managetiretains most of the decision making
authority.
Decentralization means disposal of decision malaathority to all the levels of the
organization. In other words, sharing authority desards is decentralization.
According to Fayol, “Degree of centralization orcdetralization depends on no. of factors
like size of business, experience of superiorseddability and ability of subordinates etc.
Anything which increases the role of subordinatelesentralization and anything which
decreases it is centralization.
Fayol suggested that absolute centralization oremtealization is not feasible. An
organization should strike to achieve a lot betwibentwo.
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3.2 Features of Principles of Management

1.

C.

Principles of Management admiversal

Management principles are applicable to all kinfloanizations — business and non
business.

They are applicable to all levels of management

Every organization must make best possible us@dwuse of management principles.
Therefore, they are universal or all pervasive.

Principles of Management aféexible

Management principles are dynamic guidelines arctabic rules.

There is sufficient room for managerial discretiog they can be modified as per the
requirements of the situation.

Modification and improvement is a continuous pheapon in case of principles of
management.

Principles of Management have&€ause and Effect Relationship

Principles of management indicate cause and effdationship between related variables.
They indicate what will be the consequence or tedfutertain actions. Therefore, if one is
known, the other can be traced.

Principles of Managementims at Influencing Human Behavior

Human behavior is complex and unpredictable.

Management principles are directed towards regudatuman behavior so that people can
give their best to the organization.

Management is concerned with integrating efforis laawrmonizing them towards a goal.
But in certain situations even these principlektéaunderstand human behavior.

Principles of Management areBfjual Importance
All management principles are equally important.

No particular principle has greater importance ttremnother.
They are all required together for the achievenoéirganizational goals.

3.3 Importance of Management Principles

Following are the main importance of the Principdéslanagement.

1.

Improves Understanding — From the knowledge ofgipies managers get indication on

how to manage an organization. The principles enatdnagers to decide what should be
done to accomplish given tasks and to handle sistvhich may arise in management.
These principles make managers more efficient.

Direction for Training of Managers — Principlesrmanagement provide understanding of
management process what managers would do to atisbmhat. Thus, these are helpful
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in identifying the areas of management in whichseg and future managers should be
trained.

3. Role of Management — Management principles makesrd¢ie of managers concrete.
Therefore these principles act as ready referemdbd managers to check whether their
decisions are appropriate. Besides these princg#éae managerial activities in practical
terms. They tell what a manager is expected tovdpecific situation.

4. Guide to Research in Management — The body of nesmegt principles indicate lines
along which research should be undertaken to ma&eagement practical and more
effective. The principles guide managers in deaisitaking and action. The researchers
can examine whether the guidelines are useful brAmything which makes management
research more exact and pointed will help improamagement practice.

4.0 Summary

The second unit discussed the principles that ftvenfoundation of management. Henry Fayol
generated 14 of such principles which include: glon of labour, unity of direction, unity of
command, equity, order, discipline, initiative, Iscachain among others. Each of these was fully
explained in the unit. The features of the priregpWhich include its being universal, flexibility,
cause and effect relationship and influencing hurbahavior were identified.. knowing these
principles are considered to be important becausagroves understanding, gives direction for
training of managers and also guides research magement.

5.0 Conclusion

A principle refers to a fundamental truth that bBthes cause and effect relationship between two
or more variables under given situations. Hencepnagament principles are statements of
fundamental truth which guide management in degisieaking and should be imbibed by
managers to be successful.

6.0 Tutor Marked Assignment
Identify and discuss the principles of managemsngraposed by Henry Fayol.
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1.0 Introduction

This unit examines the contribution of one the déashof management most especially the
Scientific Management as demonstrated by F. W.drayl

Fredrick Winslow Taylor ( March 20, 1856 - March,211915) commonly known as 'Father of
Scientific Management’ started his career as amabpeand rose to the position of chief engineer.
He conducted various experiments during this poebich forms the basis of scientific
management. It implies application of scientificinpiples for studying and identifying
management problems.

According to Taylor, “Scientific Management is ar af knowing exactly what you want your
men to do and seeing that they do it in the bedtchieapest way”. In Taylor’s view, if a work is
analysed scientifically it will be possible to fiotie best wayo do it.

Hence scientific management is a thoughtful, ormeehi dual approach towards the job of
management against hit or miss or Rule of Thumb.

According toDrucker, “The cost of scientific management is the orgadigtudy of work,
the analysis of work into simplest element and esysitic management of worker’s
performance of each element”.

2.0 Objectives

At the end of this unit, learners will:

* Understand the principles of scientific management

» Discuss and apply the techniques of scientific gangent in their work
* Do a constructive criticism of the work of W. F.ylar

» Compare the works of Henry Fayol and W. F. Taylor

3.0 Main content
3.1 Principles of Scientific Management

According to Hill, Charles W. L., the principles &cientific Management as enumerated by
Taylor are as follows;
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Development of Science for each part of men’s jeplacement of rule of thumb)

This principle suggests that work assigned to anpleyee should be observed, analyzed
with respect to each and every element and partisn@dinvolved in it.

This means replacement of odd rule of thumb by tise of method of enquiry,
investigation, data collection, analysis and fragrof rules.

Under scientific management, decisions are madethenbasis of facts and by the
application of scientific decisions.

Scientific Selection, Training and Development cbkérs

There should be scientifically designed procedardlfe selection of workers.

Physical, mental and other requirements shoulgbeifsed for each and every job.
Workers should be selected and trained to make fhidan the job.

The management has to provide opportunities foeldgvnent of workers having better
capabilities.

According to Taylor efforts should be made to depetach employee to his greatest level
and efficiency and prosperity.

Co-operation between Management and workers or blaymot discord

Taylor believed in co-operation and not individsaii

It is only through co-operation that the goalsha enterprise can be achieved efficiently.
There should be no conflict between managers amidens

Taylor believed that interest of employer and emgés should be fully harmonized so as
to secure mutually understanding relations betvtieem.

Division of Responsibility

This principle determines the concrete nature tésrdo be played by different level of
managers and workers.

The management should assume the responsibilipfaohing the work whereas workers
should be concerned with execution of task.

Thus planning is to be separated from execution.

Mental Revolution

The workers and managers should have a completgela outlook towards their mutual
relation and work effort.

It requires that management should create suitaleking condition and solve all
problems scientifically.

Similarly workers should attend their jobs with wish attention, devotion and carefulness.
They should not waste the resources of enterprise.

Handsome remuneration should be provided to wotkelo®ost up their moral.

It will create a sense of belongingness among worke

They will be disciplined, loyal and sincere in fllihg the task assigned to them.

There will be more production and economical groatth faster rate.

Maximum Prosperity for Employer and Employees
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The aim of scientific management is to see maxinmpnosperity for employer and
employees.

It is important only when there is opportunity feach worker to attain his highest
efficiency.

Maximum output and optimum utilization of resourcesl bring higher profits for the
employer and better wages for the workers.

There should be maximum output in place of regdautput.

Both managers and workers should be paid handsomely

3.2 Techniques of Scientific Management

=

Time Study

It is a technique which enables the manager tor@seestandard time taken for performing
a specified job.

Every job or every part of it is studied in detail.

This technique is based on the study of an avewag&er having reasonable skill and
ability.

Average worker is selected and assigned the jobtlaen with the help of a stop watch,
time is ascertained for performing that particydd.

Taylor maintained that Fair day’'s work should beedmined through observations,
experiment and analysis by keeping in view an ayevaorker.

Standard Time x Working Hours = Fair Day’s Work
Motion Study

In this study, movement of body and limbs requiegerform a job are closely observed.
In other words, it refers to the study of movemaindn operator on machine involved in a
particular task.

The purpose of motion study is to eliminate usefastions and determine the bet way of
doing the job.

By undertaking motion study an attempt is madentovk whether some elements of a job
can be eliminated combined or their sequence cah&eged to achieve necessary rhythm.
Motion study increases the efficiency and prodiistiof workers by cutting down all
wasteful motions.

Functional Foremanship
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Factory Manger

Planning In-charge Production In-charge
Inztruction Route Time & Di=zciplinarian Gang Bozs Repair Bozz Inspector Spesd Boss
Card Clerk Clerk Cost
Worker

Taylor advocated functional foremanship for acmeuiltimate specification.

This technigue was developed to improve the qualityork as single supervisor may not
be an expert in all the aspects of the work.

Therefore workers are to be supervised by specfalisman.

The scheme of functional foremanship is an extensioprinciple pf specialization at the
supervisory level.

Taylor advocated appointment of 8 foremen, 4 at plenning level and other 4 at
implementation level.

The names and function of these specialist foreanen-

Instruction card clerk concerned with tagging doefinstructions according to which
workers are required to perform their job

Time and cost clerk is concerned with setting eettaible for doing a job and specifying
the material and labor cost involved in it.

Route clerk determines the route through which meaterials has to be passed.

Shop Disciplinarians are concerned with makingguaed regulations to ensure discipline
in the organization.

Gang boss makes the arrangement of workers, maghows, workers etc.

Speed boss concerned with maintaining the speedoaremove delays in the production
process.

Repair boss concerned with maintenance of mactooks and equipments.

Inspector is concerned with maintaining the qualityproduct.

Standardization

It implies the physical attitude of products shobkl such that it meets the requirements
and needs of customers.

Taylor advocated that tools and equipments as alworking conditions should be
standardized to achieve standard output from werker

Standardization is a means of achieving econonfipsoaluction.

It seeks to ensure that:
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» The line of product is restricted to predetermitgek, form, design, size, weight, quality,
etc .

» There is manufacture of identical parts and comptme

* Quality and standards have been maintained.

» Standard of performance are established for workieadl levels.

5. Differential Piece Wage Plan

a. This tech of wage payment is based on efficienoyadker.

b. The efficient workers are paid more wages tharficieht one.

c. On the other hand, those workers who produce lems standard no. of pieces are paid
wages at lower rate than prevailing rate i.e. woik@enalized for his inefficiency.

d. This system is a source of incentive to workersrtprove their efficiency in order to get
more wages.

e. It also encourages inefficient workers to improweit performance and achieve their
standards.

f. It leads to mass production which minimizes cost maximizes profits.

6. Other Techniques

a. Various other techniques have been developed tatecrerderly relationship between
management and workers and also to create betierstanding on part of works.

b. Those include use of instruction cards, strictsud@d regulations, graphs, slides, charts
etc, so as to increase efficiency of workers.

3.3 Criticism of Scientific Management

In the view of Angelo Kinicki and Brian K. Williamsalthough it is accepted that the scientific
management enables the management to put resdarissbest possible use and manner, yet it
has not been spared of severe criticism’.

Workers Viewpoint

1.

Unemployment — Workers feel that management redecggoyment opportunities from them

through replacement of men by machines and by asomg human productivity less workers

are needed to do work leading to chucking out ftbeir jobs.

Exploitation — Workers feel they are exploited hsyt are not given due share in increasing

profits which is due to their increased producyivitVages do not rise in proportion as rise in

production. Wage payment creates uncertainty asecurity (beyond a standard output, there

IS no increase in wage rate).

Monotony — Due to excessive specialization the wlare not able to take initiative on their

own. Their status is reduced to being mere cogsheel. Jobs become dull. Workers loose

interest in jobs and derive little pleasure fronrkvo

Weakening of Trade Union — Everything is fixed gmeédetermined by management. So it

leaves no room for trade unions to bargain as éviewy is standardized, standard output,

standard working conditions, standard time etcsThither weakens trade unions, creates a

rift between efficient and in efficient workers aeding to their wages.

Over speeding — the scientific management laydatahoutput, time so they have to rush up

and finish the work in time. These have adversecefin health of workers. The workers speed
40



up to that standard output, so scientific managémewves the workers to rush towards output
and finish work in standard time.

Employer’s Viewpoint

1. Expensive — Scientific management is a costly systed a huge investment is required in
establishment of planning dept., standardizatiasrkvgtudy, training of workers. It may be
beyond reach of small firms. Heavy food investiieats to increase in overhead costs.

2. Time Consuming — Scientific management requires taherevision and complete
reorganizing of organization. A lot of time is réaal for work, study, standardization and
specialization. During this overhauling of orgatiaa, the work suffers.

3. Deterioration of Quality

3.4 Study of Fayol and Taylor

Both persons have contributed to development adne& of management. The contribution of
these two pioneers in the field of science of manant has been reviewed as “The work of
Taylor and Fayol was, of course, especially complaary. They both realized that problem of
personnel and its management at all levels is dyet& individual success. Both applied scientific
method to this problem that Taylor worked primafigm operative level, from bottom to upward,
while Fayol concentrated on managing director andkvdownwards, was merely a reflection of
their very different careers”. They both differfineeach other in following aspects: -

1. Taylor looked at management from supervisory viempand tried to improve efficiency at
operating level. He moved upwards while formulatitngory. On the other hand, Fayol
analyzed management from level of top managemenhwaard. Thus, Fayol could afford a
broader vision than Taylor.

2. Taylor called his philosophy “Scientific Manageniewhile Fayol described his approach as
“A general theory of administration”.

3. Main aim of Taylor — to improve labor productivigynd to eliminate all type of waste through
standardization of work and tools. Fayol attempteddevelop a universal theory of
management and stressed upon need for teachirnigethiy of management.

4. Taylor focused his attention on fact by managenaeuit his principles are applicable on shop
floor. But Fayol concentrated on function of manmagend on general principles of
management which could be equally applied in all.

Similarity - Both emphasized mutual co-operatiobwsen employment and employees.

Spheres of Human Activity

Fayol's theory is more widely applicable than tbé&tTaylor, although Taylor's philosophy has
undergone a big change under the influence of nmodewelopment, but Fayol's principles of
management have stood the test of time and atébsiilg accepted as the core of management
theory.

Psychologists View Point

According to Psychologists, Taylor's study hadftilewing drawbacks: -

41



1. Ignores human factors - Considers them as machigesres human requirements, want
and aspirations.

2. Separation of Planning and Doing.

3. Dissatisfaction - Comparing performance with others

4. No best way - Scientific management does not gheslzest way for solving problems.

Basis Taylor Fayol

Human aspect Taylor  disregards  human Fayol pays due regards on human
elements and there is moreelement. E.g. Principle of initiative,
stress on improving men, Espirit De’ Corps and Equity recognizes

materials and methods a need for human relations
Status Father of scientific| Father of management principles
management
Efficiency and Stressed on efficiency Stressed on general admaticst
administration
Approach It has micro-approach becauselt has macro-approach and discusies

it is restricted to factory only general principles of management which
are applicable in every field of

management.
Scope of | These principles are restrictedThese are applicable in all kinds of
principles to production activities organization regarding their management
affairs
Achievement Scientific management Administrativenagement

4.0 Summary

In this unit, the principles of scientific managemevere examined. These principles include:
development of science for each part of men’s gaientific selection, training and development
of workers, division of responsibility, mental réutoon, maximum prosperity for employer and

employees. It also examined the techniques of 8iemanagement to include: time and motion

study, functional foremanship, standardizationfedéntial piece wage plan among others. A
critique of the scientific management from the \p@mt of employees and employers was also
given in addition to a comparison of the contribns of Fredrick Taylor and Henry Fayol.
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5.0 Conclusion
The scientific management gives a thoughtful, oiggh dual approach towards the job of
management as against hit or miss or Rule of Thuwpproach. This therefore enables
management to put resources to its best possible us
6.0 Tutor Marked Assignment
i. Discuss the principles and techniques of scientiiénagement as proposed by W. F.
Taylor.

ii.  Critically examine the scientific management fromthb the employer and employees
viewpoints.
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Unit 4 Management Process — Functions | (Planning)

CONTENTS
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2.0 Objectives
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5.0 Summary

6.0 Tutor-Marked Assignment

7.0 References/Further Readings
1.0 Introduction

Management has been described as a social praoessimg responsibility for economical and
effective planning and regulation of operation nfemterprise in the fulfillment of given purposes.
It is a dynamic process consisting of various el@and activities. These activities are different
from operative functions like marketing, financeyghase etc. Rather these activities are common
to each and every manger irrespective of his lewstatus.

Different experts have classified functions of ngeraent. According tdGeorge and Jerry
“There are four fundamental functions of managemeantplanning, organizing, actuating and
controlling”. According to Henry Fayol, “To manage to forecast and plan, to organize, to
command, and to control”. Whereas Luther Gullick lgaven a keyword 'POSDCORB’ where P
stands for Planning, O for Organizing, S for StajfiD for Directing, Co for Co-ordination, R for
reporting and B for Budgeting. But the most widalycepted are functions of management given
by KOONTZ and O'DONNEL i.e. Planning, OrganizingaBing, Directing and Controlling.

For theoretical purposes, it may be convenient dpagate the function of management but
practically these functions are overlapping in naiite. they are highly inseparable. Each function
blends into the other and each affects the perfocamaf others.

Planning

Controlling Organizing

Staffing

Directing

This unit will focus on Planning Function of Managent
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2.0 Objectives

At the end of this unit, learners will be able to:
» Define and appreciate the ingredients of of plagnin
» |dentify the steps involved in effective planning

» Define the characteristics of Planning
* Enumerate the advantages and disadvantages ofidann

» External factors that hinder effective planning
3.0 Main content
3.1 What is planning?

It is the basic function of management. It dealthwharting out a future course of action and
deciding in advance the most appropriate coursactibns for achievement of pre-determined
goals. It is a preparatory step. It is a systematicvity which determines when, how and who is
going to perform a specific job. Planning is a detaprogramme regarding future courses of
action. According to Koontz and O’Donell, “Plannirsgdeciding in advance — what to do, when to
do and how to do. It bridges the gap from whereame and where we want to be. It makes
possible things to occur which would not otherwaseur It makes possible things to occur which
would not otherwise occur”. According to Urwick, I&Aning is a mental predisposition to do
things in orderly way, to think before acting amdaict in the light of facts rather than guesses”.
Planning is deciding best alternative among otherperform different managerial functions in
order to achieve predetermined goals. A plan isitaré course of actions. It is an exercise in
problem solving and decision making. Planning itedaination of courses of action to achieve
desired goals. Thus, planning is a systematic thgnkbout ways and means for accomplishment
of pre-determined goals. Planning is necessarynture proper utilization of human and non-
human resources. It is all pervasive, it is anlleteual activity and it also helps in avoiding
confusion, uncertainties, risks, wastages etc. &fbez planning takes into consideration available
and prospective human and physical resources ofotganization so as to get effective co-
ordination, contribution and perfect adjustment.idtthe basic management function which
includes formulation of one or more detailed pldasachieve optimum balance of needs or
demands with the available resources.

3.2 Steps in Planning Function
Planning function of managemantolves the following steps:-
1. Establishment of objectives

a. Planning requires a systematic approach.

b. Planning starts with the setting of goals and dbjes to be achieved.

c. Objectives provide a rationale for undertaking @asi activities as well as indicate
direction of efforts.

d. Moreover objectives focus the attention of managarthe end results to be achieved.
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e.

f.

g.
h.

As a matter of fact, objectives provide nucleusthe planning process. Therefore,
objectives should be stated in a clear, preciseumainbiguous language. Otherwise the
activities undertaken are bound to be ineffective.

As far as possible, objectives should be stateguantitative terms. For example, Number
of men working, wages given, units produced, et ich an objective cannot be stated
in quantitative terms like performance of qualitpntrol manager, effectiveness of
personnel manager.

Such goals should be specified in qualitative terms

Hence objectives should be practical, acceptalibekable and achievable.

In other words, general management expects evgegtole to be “SMART”. That is to say,
an objective must be Specific, Measurable, Achitya®elevant and Time-framed.

2.

Establishment of Planning Premises

Planning premises are the assumptions about tky khape of events in future.

They serve as a basis of planning.

Establishment of planning premises is concerneth @&termining where one tends to
deviate from the actual plans and causes of suwaatdms.

It is to find out what obstacles are there in thayvof business during the course of
operations.

Establishment of planning premises is concernetl taking such steps that avoids these
obstacles to a great extent.

Planning premises may be internal or externalrieincludes capital investment policy,
management labour relations, philosophy of managgnetéc. Whereas external includes
socio- economic, political and economical changes.

Internal premises are controllable whereas extemreahon- controllable.

Choice of alternative course of action

When forecast are available and premises are estatl) a number of alternative course of
actions have to be considered.

For this purpose, each and every alternative wilebaluated by weighing its pros and cons
in the light of resources available and requirem@fthe organization.

The merits, demerits as well as the consequencesdf alternative must be examined
before the choice is being made.

After objective and scientific evaluation, the balernative is chosen.

The planners should take help of various quantgatchniques to judge the stability of an
alternative.

Formulation of derivative plans

Derivative plans are the sub plans or secondangsplehich help in the achievement of
main plan.

Secondary plans will flow from the basic plan. Tdvase meant to support and expedite the
achievement of basic plans.

These detail plans include policies, procedurdssryprogrammes, budgets, schedules, etc.
For example, if profit maximization is the main aghthe enterprise, derivative plans will
include sales maximization, production maximizatiand cost minimization.
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d. Derivative plans indicate time schedule and seqeiehaccomplishing various tasks.
5. Securing Co-operation

a. After the plans have been determined, it is necgssséher advisable to take subordinates
or those who have to implement these plans intdidemce.
b. The purposes behind taking them into confidence-are

i.  Subordinates may feel motivated since they arelwagbin decision making process.
ii.  The organization may be able to get valuable sumgesand improvement in formulation
as well as implementation of plans.
lii.  Also the employees will be more interested in tkecation of these plans.

6. Follow up/Appraisal of plans

a. After choosing a particular course of action, ipig into action.

b. After the selected plan is implemented, it is intpot to appraise its effectiveness.

c. This is done on the basis of feedback or infornmatexeived from departments or persons
concerned.

d. This enables the management to correct deviationsdify the plan.

This step establishes a link between planning ant¢ralling function.

The follow up must go side by side with the implenagion of plans so that in the light of

observations made, future plans can be made malistie

bl 0]

3.3 Characteristics of Planning
1. Planning is goal-oriented.

a. Planning is made to achieve desired objective sirass.
b. The goals established should be generally acceptewise individual efforts and
energies will go misguided and misdirected.
c. Planning identifies the action that would lead tesided goals quickly and
economically.
d. It provides sense of direction to various actigti€.g. Elizade is trying to capture
once again Nigerian Car Market by launching diesedlels.
2. Planning is looking ahead.
a. Planning is done for future.
b. It requires peeping into the future, analyzingnitl redicting it.
c. Thus planning is based on forecasting.
d. A planis a synthesis of forecast.
e. Itis a mental predisposition for things to happefuture.
3. Planning is an intellectual process.
a. Planning is a mental exercise involving creativenkimg, sound judgment and
imagination.
b. Itis not a mere guesswork but a rotational thigkin
c. A manager can prepare sound plans only if he hasdspudgment, foresight and
imagination.
d. Planning is always based on goals, facts and ceresicestimates.
4. Planning involves choice and decision making.
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a. Planning essentially involves choice among varalternatives.

b. Therefore, if there is only one possible coursadfon, there is no need planning
because there is no choice.

c. Thus, decision making is an integral part of plagni

d. A manager is surrounded by no. of alternativeshie to pick the best depending
upon requirements and resources of the enterprises.

5. Planning is the primary function of managementrmBcy of Planning.

a. Planning lays foundation for other functions of mgement.

b. It serves as a guide for organizing, staffing, ctireg and controlling.

c. All the functions of management are performed witthe framework of plans laid
out.

d. Therefore planning is the basic or fundamental ioncof management.

6. Planning is a Continuous Process.

a. Planning is a never-ending function due to the dyindusiness environment.

b. Plans are also prepared for specific period of tand at the end of that period,
plans are subjected to revaluation and review énlitght of new requirements and
changing conditions.

c. Planning never comes to an end so long as thepeiseeremains in existence. Day
by day, new problems crop up demanding revisioim@fcurrent plan.

7. Planning is all Pervasive.

a. ltisrequired at all levels of management andlidepartments of enterprise.

b. Of course, the scope of planning may differ frone ¢evel to another.

c. The top level may be more concerned about plantiiagorganization as a whole
whereas the middle level may be more specific padenental plans and the lower
level plans implementation of the same.

8. Planning is designed for efficiency.

a. Planning leads to accomplishment of objectivedi@iinimum possible cost.

b. It prevents wastage of resources and ensures adegnd optimum utilization of
resources.

c. A planis worthless or useless if it does not vahescost incurred on it.

d. Therefore planning must lead to saving of timeptfdnd money.

e. Planning leads to proper utilization of men, moneyaterials, methods and
machines.

9. Planning is Flexible.

a. Planning is done for the future.

b. Since future is unpredictable, planning must prevedough room to cope with the
changes in customer’s demand, competition, govicipe etc.

c. Under changed circumstances, the original plan atba must be revised and
updated to take care of the altered conditions.

3. 4 Advantages of Planning
1. Planning facilitates management by objectives.

Planning begins with determination of objectives.

It highlights the purposes for which various a¢ies are to be undertaken.

In fact, it makes objectives more clear and specifi

Planning helps in focusing the attention of empésyen the objectives or goals of
enterprise.

apow
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g.

Without planning an organization has no guide.

Planning compels manager to prepare a Blue-prirthefcourses of action to be
followed for accomplishment of objectives.

Therefore, planning brings order and rationalityithe organization.

2. Planning minimizes uncertainties.

a.
b.
C.

d.

e.

Business is full of uncertainties.

There are risks of various types due to uncergsnti

Planning helps in reducing uncertainties of futaseit involves anticipation of
future events.

Although future cannot be predicted with accurgignning helps management to
anticipate future and prepare for risks by makimgeassary provisions to meet
unexpected turn of events.

Therefore with the help of planning, uncertainta@ be forecast which helps in
preparing standbys as a result, uncertainties arenized to a great extent.

3. Planning facilitates co-ordination.

a.
b.
C.

d.
e.

Planning revolves around organizational goals.

All activities are directed towards common goals.

There is an integrated effort throughout the emieepin various departments and
groups.

It avoids duplication of efforts. In other wordslgads to better co-ordination.

It helps in finding out problems of work performanand aims at rectifying the
same.

4. Planning improves employee’s moral.

a.
b.

oo

Planning creates an atmosphere of order and diseijl organization.

Employees know in advance what is expected of theditherefore conformity can
be achieved easily.

This encourages employees to do their best ancealsoreward for the same.
Planning creates a healthy attitude towards workiremment which helps in
boosting employees moral and efficiency.

5. Planning helps in achieving economies.

a.

b.

C.

Effective planning secures economy since it leadsrderly allocation of resources
to various operations.

It also facilitates optimum utilization of resouscevhich brings economy in
operations.

It also prevents wastage of resources by selectiagt appropriate use that will
contribute to the objective of enterprise. For egban raw materials can be
purchased in bulk and transportation cost can bemmded. At the same time it
ensures regular supply for the production departntieat is, overall efficiency.

6. Planning facilitates controlling.

a.
b.
C.
d.

e.

Planning facilitates existence of certain plannedlgand standard of performance.
It provides basis of controlling.

We cannot think of an effective system of contngliwithout existence of well

thought out plans.

Planning provides pre-determined goals against twhactual performance is
compared.

In fact, planning and controlling are two sideglw same coin. If planning is root,
controlling is the fruit.

7. Planning provides competitive edge.

49



a.

C.

Planning provides competitive edge to the entezpoiger the others which do not
have effective planning. This is because of the faat planning may involve
changing in work methods, quality, quantity desjgdension of work, redefining
of goals, etc.

With the help of forecasting not only the entempiggcures its future but at the same
time it is able to estimate the future motivestsf competitor which helps in facing
future challenges.

Therefore, planning leads to best utilization o$gible resources, improves quality
of production and thus the competitive strengtthefenterprise is improved.

8. Planning encourages innovations.

a.

b.

In the process of planning, managers have the tpmtes of suggesting ways and
means of improving performance.

Planning is basically a decision making functionickhinvolves creative thinking
and imagination that ultimately leads to innovatadfnmethods and operations for
growth and prosperity of the enterprise.

3.5 Disadvantages of Planning

3.5.1Internal Limitations

There are several limitations of planning. Soméhem are inherent in the process of planning like
rigidity and others arise from the shortcomingsh# techniques of planning and in the planners

themselves.

1. Rigidity

a.
b.

C.
d.

e.

Planning has the tendency to make administratifiexitle.

Planning implies prior determination of policiespgedures and programmes and a
strict adherence to them in all circumstances.

There is no scope for individual freedom, and agpion initiative.

The development of employees is highly doubted tmeaf which management
might have faced lot of difficulties in future.

Planning therefore introduces inelasticity and alisages individual initiative and
experimentation.

2. Misdirected Planning

a.

b.

C.

Planning may be used to serve individual interestiser than the interest of the
enterprise.

Attempts can be made to influence setting of objest formulation of plans and
programmes to suit one’s own requirement rathem thiaat of the whole
organization.

Machinery of planning can never be free of biaseri\planner has his own likes,
dislikes, preferences, attitudes and interestshwisiceflected in planning.

3. Time consuming
a. Planning is a time consuming process becauseatvas collection of information,

b.

it's analysis and interpretation thereof. This entprocess takes a lot of time
especially where there are a number of alternaavesdable.

Therefore planning is not suitable during emergeurcygrisis when quick decisions
are required.

4. Probability in planning
a. Planning is based on forecasts which are mere astsabout future.
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b. These estimates may lack accuracy due to the anatgrof the future.
c. Any change in the anticipated situation may rerpd@ns ineffective.
d. Plans do not always reflect real situations inspftéhe sophisticated techniques of
forecasting because future is unpredictable.
e. Thus, excessive reliance on plans may prove tataé f
5. False sense of security
a. Elaborate planning may create a false sense ofigetmthe effect that everything
is taken for granted.
b. Managers assume that as long as they work as ges,pt is satisfactory.
c. Therefore they fail to take up timely actions andbaportunity is lost.
d. Employees are more concerned about fulfillment lahgerformance rather than
any kind of change.
6. Expensive
a. Collection, analysis and evaluation of differenformation, facts and alternatives
involves a lot of expense in terms of time, efeontd money
b. According to Koontz and O’Donell, " Expenses onnpling should never exceed
the estimated benefits from planning.’

3.5.2External Limitations of Planning

Political Climate- Change of government from Cosgr®o some other political party, etc.
Labour Union- Strikes, lockouts, agitations.

Technological changes- Modern techniques and eqnfsncomputerization.

Policies of competitors- e.g. Policies of Coca Gauid Pepsi.

Natural Calamities- Earthquakes and floods.

Changes in demand and prices- Change in fashiangehin tastes, change in income
level, demand falls, price falls, etc.

ogkwnE

4.0 Summary

We were able to understand the meaning and esséptanning so far in this unit. It dwelt on the

meaning of planning and the steps that facilitdfecéve planning such as establishment of
objectives, planning premises, choice of altermattourse of action, formulation of derivative

plans, securing cooperation and follow up/apprgpahs. It also reviewed the characteristics of
planning, advantages and limitations.

5.0 Conclusions

From this unit it can be concluded that planninthis basic function of management that focuses
on charting a future course of action and decidimgmost appropriate course of action needed to
achieve pre-determined goals. It therefore requarsgstematic thinking about ways and means for
accomplishing pre-determined goals. It is key tsueimg proper utilization of human and non
human resources to avoid confusion, unnecess&s aisd wastages.

6.0 Tutor Marked Assignment
i.  Discuss the planning function of management based&aning, steps and characteristics.

ii. State the benefits of effective planning and litmtas (if any).
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1.0 Introduction

In this unit, we shall be discussing the organiZimgction of management. We shall explore the
meaning, importance and principles of organizinige Tnit will further explain what is meant by
span of control, formal and informal organizatiordand with the advantages and disadvantages
of organizing.

2.0 Objectives

At the end of this unit, learners will be able to:

» Explain the meaning of organizing

* Appreciate the importance, advantages and disaggestof organizing
» List and explain the principles of organizing

» Distinguish between formal and informal organizatio

* Know the meaning .and determinants of span of ocbntr

3.0 Main Content
1.1What is Organizing?

Organizing is the function of management whichde# planning. It is a function in which the
synchronization and combination of human, physigatl financial resources takes place. It
develops productive relationship amongst them @ievement of organizational goals. All the
three resources are important to get results. Tdrere organizational function helps in
achievement of results which in fact is importatthe functioning of a concern. According to G.
R. Jones, “Organizing is a function by which th@aern is able to define the role positions, the
jobs related and the co- ordination between autharid responsibility. Hence, a manager always
has to organize in order to get results. AccordnlicShane, S, et al “To organize a business is to
provide it with everything useful or its functiogime. raw material, tools, capital and personnel.

3.2 Steps in Organizing

A manager performs organizing function with thephef following steps:-
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1. Identification of activities - All the activities lwch have to be performed in a concern have to
be identified first. For example, preparation of@ants, making sales, record keeping, quality
control, inventory control, etc. All these actiesi have to be grouped and classified into units.

2. Departmentally organizing the activities - In teiep, the manager tries to combine and group
similar and related activities into units or depahts. This organization of dividing the whole
concern into independent units and departmenllisdcdepartmentation.

3. Classifying the authority - Once the departmenésraade, the manager likes to classify the
powers and its extent to the managers. This agtofigiving a rank in order to the managerial
positions is called hierarchy. The top managemeito formulation of policies, the middle
level management into departmental supervisionl@andr level management into supervision
of foremen. The clarification of authority helps lminging efficiency in the running of a
concern. This helps in achieving efficiency in thaning of a concern. This helps in avoiding
wastage of time, money, effort, in avoidance oflaation or overlapping of efforts and this
helps in bringing smoothness in a concern’s working

4. Co-ordination between authority and responsibititRelationships are established among
various groups to enable smooth interaction towlaedachievement of the organizational goal.
Each individual is made aware of his authority dmdshe knows whom they have to take
orders from and to whom they are accountable andthtom they have to report. A clear
organizational structure is drawn and all the erygés are made aware of it.

3.3 Importance of Organizing Function

1. Specialization - Organizational structure is a mkvof relationships in which the work is
divided into units and departments. This divisidwork is helping in bringing specialization
in various activities of concern.

2. Well defined jobs - Organizational structure hdlpgutting right men on right job which can
be done by selecting people for various departmactsrding to their qualifications, skill and
experience. This is helping in defining the jobspgarly which clarifies the role of every
person.

3. Clarifies authority - Organizational structure helim clarifying the role positions to every
manager (status quo). This can be done by clagfthe powers to every manager and the way
he has to exercise those powers should be clasiethat misuse of powers does not take
place. Well defined jobs and responsibilities dteat helps in bringing efficiency into
managers working. This helps in increasing prodghigti

4. Co-ordination - Organization is a means of creaticm ordination among different
departments of the enterprise. It creates clearadationships among positions and ensures
mutual co- operation among individuals. Harmony vadrk is brought by higher level
managers exercising their authority over intercategk activities of lower level manager.

Authority responsibility relationships can be ffultonly when there is a formal relationship
between the two. For smooth running of an orgamnathe co- ordination between authority
and responsibility is very important. There shoulldd co- ordination between different
relationships. Clarity should be made for havingu#timate responsibility attached to every
authority. There is a saying, “Authority withoutsponsibility leads to ineffective behaviour
and responsibility without authority makes perspaffiective.” Therefore, co- ordination of
authority- responsibility is very important.
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5. Effective administration — The organization struetis helpful in defining the jobs positions.
The roles to be performed by different managers caefied. Specialization is achieved
through division of work. This all leads to effinteand effective administration.

6. Growth and diversification - A company’s growthtegally dependant on how efficiently and
smoothly a concern works. Efficiency can be browgtut by clarifying the role positions to
the managers, co-ordination between authority aesbansibility and concentrating on
specialization. In addition to this, a company ahversify if its potential grows. This is
possible only when the organization structure i-vdefined. This is possible through a set of
formal structure.

7. Sense of security - Organizational structure dksithe job positions. The roles assigned to
every manager are clear. Co- ordination is possibleerefore, clarity of powers helps
automatically in increasing mental satisfaction @imekeby a sense of security in a concern.
This is very important for job- satisfaction.

8. Scope for new changes - Where the roles and aetivib be performed are clear and every
person gets independence in his working, this pges/ienough space to a manager to develop
his talents and flourish his knowledge. A manages geady for taking independent decisions
which can be a road or path to adoption of newrtegles of production. This scope for
bringing new changes into the running of an enieepis possible only through a set of
organizational structure.

3.4 Principles of Organizing

According to Goodman, J. M. Pennings, et al “thgaaizing process can be done efficiently if the
managers have certain guidelines so that they alan decisions and can act. To organize in an
effective manner, the following principles of orgeation can be used by a manager”.

a. Principle of Specialization

According to the principle, the whole work of a cem should be divided amongst the
subordinates on the basis of qualifications, aédiand skills. It is through division of work
specialization can be achieved which results iaatiffe organization.

b. Principle of Functional Definition

According to this principle, all the functions incancern should be completely and clearly
defined to the managers and subordinates. Thisbeadone by clearly defining the duties,
responsibilities, authority and relationships obple towards each other. A clarification in
authority- responsibility relationships helps inhewing co- ordination and thereby
organization can take place effectively. For examphe primary functions of production,
marketing and finance and the authority responsibiielationships in these departments
should be clearly defined to every person attadioethat department. Clarification in the
authority-responsibility relationship helps in eféint organization.

c. Principles of Span of Control/Supervision
According to this principle, span of control is@aa of supervision which depicts the number

of employees that can be handled and controllezt®fkly by a single manager. According to
this principle, a manager should be able to hawtiig number of employees under him should

55



be decided. This decision can be taken by chocaithgr from a wide or narrow span. There
are two types of span of control:-

a. Wide span of control- It is one in which a managan supervise and control
effectively a large group of persons at one tintee features of this span are:-
i. Less overhead cost of supervision
ii.  Promptresponse from the employees
iii.  Better communication
iv.  Better supervision
v. Better co-ordination
vi.  Suitable for repetitive jobs

According to this span, one manager can effectiaglg efficiently handle a large number of
subordinates at one time.

b. Narrow span of control- According to this span, ek and authority is divided
amongst many subordinates and a manager doesefivggs and control a very big
group of people under him. The manager according marrow span supervises a
selected number of employees at one time. Therkeaare:-

a. Work which requires tight control and supervisifor, example, handicrafts, ivory work,
etc. which requires craftsmanship, there narrom spanore helpful.

Co-ordination is difficult to be achieved.

Communication gaps can come.

Messages can be distorted.

Specialization work can be achieved.

®ooo

Factors influencing Span of Control

1.

2.

Managerial abilities- In the concerns where mamagee capable qualified and experienced,
wide span of control is always helpful.

Competence of subordinates- Where the subordireeesapable and competent and their
understanding levels are proper, the subordinates to very frequently visit the superiors for
solving their problems. In such cases, the managarhandle large number of employees.
Hence wide span is suitable.

Nature of work- If the work is of repetitive natumgide span of supervision is more helpful.
On the other hand, if work requires mental skilccaftsmanship, tight control and supervision
is required in which narrow span is more helpful.

Delegation of authority- When the work is delegat@dower levels in an efficient and proper
way, confusions are less and congeniality of therenment can be maintained. In such cases,
wide span of control is suitable and the supergisian manage and control large number of
sub- ordinates at one time.

Degree of decentralization- Decentralization iselonorder to achieve specialization in which
authority is shared by many people and managediffatrent levels. In such cases, a tall
structure is helpful. There are certain concernsre/tilecentralization is done in very effective
way which results in direct and personal commuiacabetween superiors and sub- ordinates
and there the superiors can manage large numbsubairdinates very easily. In such cases,
wide span again helps.
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d. Principle of Scalar Chain

Scalar chain is a chain of command or authoritycWiiiows from top to bottom. With a chain
of authority available, wastages of resources ameinmzed, communication is affected,
overlapping of work is avoided and easy organizatakes place. A scalar chain of command
facilitates work flow in an organization which helm the achievement of effective results. As
the authority flows from top to bottom, it clariighe authority positions to managers at all
level and that facilitates effective organization.

e. Principle of Unity of Command

It implies one subordinate-one superior relatiopsliitvery subordinate is answerable and
accountable to one boss at one time. This helpsanding communication gaps and feedback
and response is prompt. Unity of command also hielffective combination of resources,
that is, physical, financial resources which hafpsasy co- ordination and, therefore, effective
organization.

Authority Flows from Top to Bottom

Managing Director

l

Marketing Manager

l

Sales/ Media Manager

l

Salesmen

According to the above diagram, the Managing Daebas got the highest level of authority. This
authority is shared by the Marketing Manager wharea$ his authority with the Sales Manager.
From this chain of hierarchy, the official chain@mmunication becomes clear which is helpful
in achievement of results and which provides stgtih a concern. This scalar chain of command
always flows from top to bottom and it defines @nghority positions of different managers at
different levels.

3.5 Classification of Organizations

Organizations are basically classified on the badigelationships. There are two types of
organizations formed on the basis of relationshgn organization

1. Formal Organization - This is one which refers wtracture of well defined jobs each bearing
a measure of authority and responsibility. It i€anscious determination by which people
accomplish goals by adhering to the norms laid ddwnthe structure. This kind of
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organization is an arbitrary set up in which eaehspn is responsible for his performance.
Formal organization has a formal set up to achpree determined goals.

2. Informal Organization - It refers to a network ofrponal and social relationships which
spontaneously originates within the formal setloformal organizations develop relationships
which are built on likes, dislikes, feelings and ations. Therefore, the network of social
groups based on friendships can be called as iafoarganizations. There is no conscious
effort made to have informal organization. It engsrfrom the formal organization and it is not
based on any rules and regulations as in caserobf@rganization.

Relationship between formal and informal organaai

For a concern’s working both formal and informajamization are important. Formal organization
originates from the set organizational structurd arfiormal organization originates from formal
organization. For an efficient organization, botinnfial and informal organizations are required.
They are the two phases of the same concern. Fargahization can work independently. But
informal organization depends totally upon the faknorganization. Formal and informal
organization help in bringing efficient working @mgyzation and smoothness in a concern. Within
the formal organization, the members undertakeaiggned duties in co- operation with each
other. They interact and communicate amongst thieeseTherefore, both formal and informal
organizations are important. When several peoplkwagether for achievement of organizational
goals, social tie ups tends to built and therefiof@mal organization helps to secure co-operation
by which goals can be achieved smooth. Therefoeecan say that informal organization emerges
from formal organization.

3.6 Line Organization

Line organization is the oldest and simplest metbbddministrative organization. According to
this type of organization, the authority flows frotop to bottom in a concern. The line of
command is carried out from top to bottom. Thighe reason for calling this organization as
scalar organization which means scalar chain ofncand is a part and parcel of this type of
administrative organization. In this type of orgaation, the line of command flows on an even
basis without any gaps in communication and comaittbn taking place.

Features of Line Organization

1. Itis the simplest form of organization.

2. Line of authority flows from top to bottom.

3. Specialized and supportive services do not takeeglathese organizations.

4. Unified control by the line officers can be maimid since they can independently take
decisions in their areas and spheres.

5. This kind of organization always helps in bringiefficiency in communication and

bringing stability to a concern.

Merits of Line Organization

2. Simplest- It is the most simple and oldest methioadoninistration.

3. Unity of Command- In these organizations, supesigrordinate relationship is maintained and
scalar chain of command flows from top to bottom.

4. Better discipline- The control is unified and conizates on one person and therefore, he can
independently make decisions of his own. Unifiedtoa ensures better discipline.
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5.

6.

Fixed responsibility- In this type of organizatia@very line executive has got fixed authority,
power and fixed responsibility attached to evertharity.

Flexibility- There is a co-ordination between tbe most authority and bottom line authority.
Since the authority relationships are clear, lificials are independent and can flexibly take
the decision. This flexibility gives satisfactiohlme executives.

Prompt decision- Due to the factors of fixed reshoility and unity of command, the officials
can take prompt decision.

Demerits of Line Organization

1. Over reliance- The line executive’s decisions anplemented to the bottom. This results
in over-relying on the line officials.

2. Lack of specialization- A line organization flows a scalar chain from top to bottom and
there is no scope for specialized functions. FangXe, expert advices whatever decisions
are taken by line managers are implemented ingiree svay.

3. Inadequate communication- The policies and strategvhich are framed by the top
authority are carried out in the same way. Thisésano scope for communication from the
other end. The complaints and suggestions of l@auénority are not communicated back
to the top authority. So there is one way commuitna

4. Lack of Co-ordination- Whatever decisions are takgnthe line officials, in certain
situations wrong decisions, are carried down amalémented in the same way. Therefore,
the degree of effective co- ordination is less.

5. Authority leadership- The line officials have tendg to misuse their authority positions.
This leads to autocratic leadership and monopotiiénconcern.

3.7 Line and Staff Organization

Line and staff organization is a modification ofdiorganization and it is more complex than line
organization. According to this administrative argation, specialized and supportive activities
are attached to the line of command by appointtaf supervisors and staff specialists who are
attached to the line authority. The power of comdhalvays remains with the line executives and
staff supervisors guide, advice and council the érecutives. Personal Secretary to the Managing
Director is a staff official.

MANAGING DIRECTOR

! ! l

Production Manager = Marketing Manager  Finance Manage

! l !
Plant Supervisor Market Supervisor Chief Assistant
1 1 !
Foreman Salesman Accountant
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Features of Line and Staff Organization

1.

7.

There are two types of staff :
a. Staff Assistants- P.A. to Managing Director, Seammgto Marketing Manager.
b. Staff Supervisor- Operation Control Manager, Qyalibntroller, PRO
Line and Staff Organization is a compromise of kanganization. It is more complex than
line concern.
Division of work and specialization takes placdime and staff organization.
The whole organization is divided into differenh@itional areas to which staff specialists
are attached.
Efficiency can be achieved through the featurespetialization.
There are two lines of authority which flow at dimae in a concern :
a. Line Authority
b. Staff Authority
Power of command remains with the line executiw staff serves only as counselors.

Merits of Line and Staff Organization

1.

Relief to line of executives- In a line and staffjanization, the advice and counseling
which is provided to the line executives divideg twork between the two. The line
executive can concentrate on the execution of pawisthey get relieved of dividing their
attention to many areas.

Expert advice- The line and staff organization|feates expert advice to the line executive
at the time of need. The planning and investigatvbich is related to different matters can
be done by the staff specialist and line officens concentrate on execution of plans.
Benefit of Specialization- Line and staff throughision of whole concern into two types
of authority divides the enterprise into parts &ntttional areas. This way every officer or
official can concentrate in his own area.

Better co-ordination- Line and staff organizatibmough specialization is able to provide
better decision making and concentration remaingewn hands. This feature helps in
bringing co- ordination in work as every official ¢oncentrating in their own area.

Benefits of Research and Development- Through theca of specialized staff, the line
executives, the line executives get time to exeplaas by taking productive decisions
which are helpful for a concern. This gives a wib®pe to the line executive to bring
innovations and go for research work in those ar€lais is possible due to the presence of
staff specialists.

Training- Due to the presence of staff speciabstd their expert advice serves as ground
for training to line officials. Line executives c@ive due concentration to their decision
making. This in itself is a training ground for the

Balanced decisions- The factor of specializationchs achieved by line staff helps in
bringing co- ordination. This relationship autornatly ends up the line official to take
better and balanced decision.

Unity of action- Unity of action is a result of died control. Control and its effectiveness
take place when co- ordination is present in thecem. In the line and staff authority all
the officials have got independence to make datssidhis serves as effective control in
the whole enterprise.
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Demerits of Line and Staff Organization

1. Lack of understanding- In a line and staff orgatiirg there are two authority flowing at
one time. This results in the confusion betweentitee As a result, the workers are not
able to understand as to who is their commandintpoaity. Hence the problem of
understanding can be a hurdle in effective running.

2. Lack of sound advice- The line official get usedhe expert advice of the staff. At times
the staff specialist also provides wrong decisiwhg&h the line executive have to consider.
This can affect the efficient running of the entesg.

3. Line and staff conflicts- Line and staff are twatarities which are flowing at the same
time. The factors of designations, status influeseatiments which are related to their
relation, can pose a distress on the minds of tf@a@yees. This leads to minimizing of co-
ordination which hampers a concern’s working.

4. Costly- In line and staff concern, the concernsehtoymaintain the high remuneration of
staff specialist. This proves to be costly for aasrn with limited finance.

5. Assumption of authority- The power of concern ighwihe line official but the staff
dislikes it as they are the one more in mental work

6. Staff steals the show- In a line and staff conctre,higher returns are considered to be a
product of staff advice and counseling. The linkcafls feel dissatisfied and a feeling of
distress enters a concern. The satisfaction ofdiffieials is very important for effective
results.

3.8 Functional Organization

Functional organization has been divided to putdpecialists in the top position throughout the
enterprise. This is an organization in which we ckgfine as a system in which functional
department are created to deal with the problentaisihess at various levels. Functional authority
remains confined to functional guidance to différ@@partments. This helps in maintaining quality
and uniformity of performance of different funct®throughout the enterprise.

The concept of Functional organization was sugdebte F.W. Taylor who recommended the
appointment of specialists at important positidfa. example, the functional head and Marketing
Director directs the subordinates throughout tigaoization in his particular area. This means that
subordinates receives orders from several spdsiatimnagers working above them.

Features of Functional Organization

1. The entire organizational activities are dividetbispecific functions such as operations,
finance, marketing and personal relations.

2. Complex form of administrative organization compkt@ the other two.

3. Three authorities exist- Line, staff and function.

4. Each functional area is put under the charge oftfanal specialists and he has got the
authority to make all decisions regarding the fiorcwherever the function is performed
throughout the enterprise.

5. Principle of unity of command does not apply tolsocganization as it is present in line
organization.
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Merits of Functional Organization

1. Specialization- Better division of labour takes gglawhich results in specialization of
function and its consequent benefit.

2. Effective Control- Management control is simplifiad the mental functions are separated
from manual functions. Checks and balances keepathkority within certain limits.
Specialists may be asked to judge the performahearmus sections.

3. Efficiency- Greater efficiency is achieved becao$every functional area performing a
limited number of activities.

4. Economy- Specialization coupled with standardizafexilitates maximum production and
minimal costs.

5. Expansion- Expert knowledge of functional managecilitates better control and
supervision.

Demerits of Functional Organization

1. Confusion- The functional system is quite compkchto put into operation, especially
when it is carried out at low levels. Therefore, ealination becomes difficult.

2. Lack of Co- ordination- Disciplinary control becosn&eak as a worker is commanded not
by one person but a large number of people. Thesetis no unity of command.

3. Difficulty in fixing responsibility- Because of mitipple authorities, it is difficult to fix
responsibility.

4. Conflicts- There may be conflicts among the sumemy staff of equal ranks. They may
not agree on certain issues.

5. Costly- Maintenance of specialist’s staff of thghest order is expensive for a concern.

4.0 Summary

In this unit, we discussed the key element thatiesseffective coordination of resources i.e.
organizing. The concept, steps and importanceebtiganizing function were examined. The
principles of effective organizing namely: spedation, functional definition, span of control,
scalar chain, unity of command among others weseudsed. In the unit, we also considered
types of organization — (formal and informal), atite oldest form of administrative
organization — line organization.

5.0 Conclusion

In order to achieve the desired organizational a@hjes and goals, effective synchronization
and combination of human, physical and financialoteces should take place. This unit
provides the confirmation that the synchronizatmiproductive resources to achieve the
desired result is the main function of organizatiblence, the organizing function guarantees
orderliness in the combination and utilization esources.

6.0 Tutor Marked assignment

i. Explain the concept of organizing. Discuss the dasieps and importance of
organizing.

ii.  What are the principles that facilitate effectivgamnization?
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Unit6 Human Resource Management
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1.0 Introduction

Labour is a critical factor of production. Conseaflye organizations that are productive pay
particular attention to their work force. This umkamines the human resource function. It
discusses manpower planning, recruitment, seleetmhplacement. Training and development as
well as promotion and transfer are also discus3ée. next unit will look at the subject of
performance appraisal which is a critical humaouese function.

2.0 Objectives
At the end of the unit, learners will be able to:

» Define the concept of human resource
» List and discuss the elements of human resourcagesanent
* Apply the lessons gained to their work environment.

3.0 Staffing

It is the function of manning the organization stuwe and keeping it manned. Staffing has
assumed greater importance in the recent yearsodagvancement of technology, increase in size
of business, complexity of human behavior etc. fifaén purpose o staffing is to put right man on

right job i.e. square pegs in square holes andd@&gys in round holes. According to Kootz, H et

al, “Managerial function of staffing involves mangithe organization structure through proper
and effective selection, appraisal and developneémgersonnel to fill the roles designed in the

structure”. Staffing involves:

* Manpower Planning (estimating man power in termsedrching, choosing the person and
giving the right place).

* Recruitment, selection and placement.

» Training and development.

* Remuneration.

» Performance appraisal.

» Promotions and transfer.

3.1 Human Resource Management Function
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The managerial function of staffing involves mamnihe organization structure through proper
and effective selection, appraisal and developroéttie personnel to fill the roles assigned to the
employers/workforce. This is otherwise known asttbman resource function.

According to Jeffrey A. Mello, “Staffing pertain® trecruitment, selection, development and
compensation of subordinates.”

3.1 Nature of Staffing Function

1. Staffing is an important managerial function- Stejf function is the most important
managerial act along with planning, organizingeding and controlling. The operations
of these four functions depend upon the manpoweaclwls available through staffing
function.

2. Staffing is a pervasive activity- As staffing furaet is carried out by all mangers and in all
types of concerns where business activities amngedanut.

3. Staffing is a continuous activity- This is becassfing function continues throughout the
life of an organization due to the transfers arahmtions that take place.

4. The basis of staffing function is efficient managarnof personnels- Human resources can
be efficiently managed by a system or proper proeedthat is, recruitment, selection,
placement, training and development, providing neenation, etc.

5. Staffing helps in placing right men at the righb.jdt can be done effectively through
proper recruitment procedures and then finallyctglg the most suitable candidate as per
the job requirements.

Staffing is performed by all managers dependingupe nature of business, size of the company,
qualifications and skills of managers, etc. In dnca@impanies, the top management generally
performs this function. In medium and small scaléerprise, it is performed especially by the
personnel department of that concern.

3.2 Staffing Process - Steps involved in Staffing

1. Manpower requirements- The very first step in gtafis to plan the manpower inventory
required by a concern in order to match them wiih job requirements and demands.
Therefore, it involves forecasting and determinthg future manpower needs of the
concern.

2. Recruitment- Once the requirements are notifiede toncern invites and solicits
applications according to the invitations madeh®desirable candidates.

3. Selection- This is the screening step of staffingwihich the solicited applications are
screened out and suitable candidates are appa@astpdr the requirements.

4. Orientation and Placement- Once screening takee plhe appointed candidates are made
familiar to the work units and work environmentdhgh the orientation programmes.
Placement takes place by putting right man onitite job.

5. Training and Development- Training is a part ofeintives given to the workers in order to
enable them develop and grow within the concerainimg is generally given according to
the nature of activities and scope of expansiorit.irAlong with it, the workers are
developed by providing them extra benefits of ipttieknowledge of their functional areas.
Development also includes giving them key and irtgodrjobs as a test or examination in
order to analyse their performances.
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6. Remuneration- It is a kind of compensation providezhetarily to the employees for their
work performances. This is given according to tlagure of job- skilled or unskilled,
physical or mental, etc. Remuneration forms an mam monetary incentive for the
employees.

7. Performance Evaluation- In order to keep a trackeoord of the behaviour, attitudes as
well as opinions of the workers towards their jobBsr this, regular assessment is done to
evaluate and supervise different work units in aceon. It is basically concerned with
knowing the development cycle and growth pattefrie@employees in a concern.

8. Promotion and transfer- Promotion is said to beoa- rmonetary incentive in which the
worker is shifted from a higher job demanding biggsponsibilities as well as shifting the
workers and transferring them to different work tenand branches of the same
organization.

3.2.1 Manpower Planning

Manpower Planning which is also referred to as HurR&source Planning consists of putting
right number of people, right kind of people at thght place, right time, doing the right things fo
which they are suited for the achievement of goélthe organization. Human Resource Planning
has got an important place in the arena of incalgtation. Human Resource Planning has to be a
systems approach and is carried out in a set puoeedhe procedure is as follows:

Analysing the current manpower inventory
Making future manpower forecasts
Developing employment programmes
Design training programmes

PwbhE

3.2.1.1 Steps in Manpower Planning

1. Analysing the current manpower inventory- Beforenanager makes forecast of future
manpower, the current manpower status has to Hgsada For this the following things
have to be noted-

« Type of organization

+ Number of departments

« Number and quantity of such departments
« Employees in these work units

Once these factors are registered by a managgnédtefor the future forecasting
2. Making future manpower forecasts- Once the factifecting the future manpower
forecasts are known, planning can be done foruhed manpower requirements in several

work units.

The Manpower forecasting techniqgues commonly engalogy the organizations are as
follows:

i. Expert Forecasts: This includes informal decisiolmsmal expert surveys and
Delphi technique.
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ii. Trend Analysis: Manpower needs can be projectecbutiitr extrapolation
(projecting past trends), indexation (using basaryas basis), and statistical
analysis (central tendency measure).

iii.  Work Load Analysis: It is dependent upon the natfresork load in a department,
in a branch or in a division.

iv.  Work Force Analysis: Whenever production and tinegiqul have to be analysed,
due allowances have to be made for getting net ovaeprequirements.

v. Other methods: Several Mathematical models, wighaild of computers are used to
forecast manpower needs, like budget and plannimgysis, regression, new
venture analysis.

3. Developing employment programmes- Once the cuiremintory is compared with future
forecasts, the employment programmes can be framdddeveloped accordingly, which
will include recruitment, selection procedures atatement plans.

4. Design training programmes- These will be basedugpaent of diversification, expansion
plans, development programmes,etc. Training progresndepend upon the extent of
improvement in technology and advancement to tékeeplt is also done to improve upon
the skills, capabilities, knowledge of the workers.

3.2.1.2 Importance of Manpower Planning

1. Key to managerial functions- The four manageriaictions, i.e., planning, organizing,
directing and controlling are based upon the mampowluman resources help in the
implementation of all these managerial activiti€serefore, staffing becomes a key to all
managerial functions.

2. Efficient utilization- Efficient management of persiel becomes an important function in
the industrialized world of today. Setting up lasgale enterprises requires management of
large scale manpower. It can be effectively domeuph staffing function.

3. Motivation- Staffing function not only includes pug right men on right job, but it also
comprises of motivational programmes, i.e., incantplans to be framed for further
participation and employment of employees in a eomcTherefore, all types of incentive
plans become an integral part of staffing function.

4. Better human relations- A concern can stabilizelfits§ human relations develop and are
strong. Human relations become strong trough e¥kectontrol, clear communication,
effective supervision and leadership in a conc8tatfing function also looks after training
and development of the work force which leads t@peration and better human relations.

5. Higher productivity- Productivity level increased@n resources are utilized in the best
possible manner. Higher productivity is a resultnohimum wastage of time, money,
efforts and energies. This is possible through skeffing and its related activities
(Performance appraisal, training and developmentuneration)

3.2.1.3 Need of Manpower Planning

Manpower Planning is a two-phased process becaas@awer planning not only analyses the
current human resources but also makes manpowecasts and thereby draw employment
programmes. Manpower Planning is advantageousnoifii the following ways:

1. Shortages and surpluses can be identified so thiak qaction can be taken wherever
required.
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2. All the recruitment and selection programmes asetan manpower planning.

3. It also helps to reduce the labour cost as exctdt can be identified and thereby
overstaffing can be avoided.

4. It also helps to identify the available talents anconcern and accordingly training
programmes can be designed to develop those talents

5. It helps in growth and diversification of busine3firough manpower planning, human
resources can be readily available and they cariled in the best manner.

6. It helps the organization to realize the importarmdemanpower management which
ultimately helps in the stability of a concern.

3.2.1.4 Obstacles in Manpower Planning

The following are the main obstacles that orgaronatface in the process of manpower planning:

1.

e

ocp

Under Utilization of Manpower: The biggest obstadease of manpower planning is the fact
that the industries in general are not making optmuse of their manpower and once
manpower planning begins, it encounters heavy odstepping up the utilization.

Degree of Absenteeism: Absenteeism is quite high lzes been increasing since last few
years.

Lack of Education and Skilled Labour: The extent iiferacy and the slow pace of
development of the skilled categories account faw Iproductivity in employees. Low
productivity has implications for manpower planning

Manpower Control and Review:

Any increase in manpower is considered at thedwopl lof management

On the basis of manpower plans, personnel budgetspeepared. These act as control
mechanisms to keep the manpower under certain lyrdatined limits.

The productivity of any organization is usuallyadhted using the formula:

Productivity = Output / Input
. But a rough index of employee productivity isccééted as follows:
Employee Productivity = Total Production / Total o6 employees

Exit Interviews, the rate of turnover and rate b$@nteeism are source of vital information on
employees’ level of satisfaction. For conservattbiluman Resources and better utilization of
men studying these conditions, manpower controllvbave to take into account the data to
make meaningful analysis.

Extent of Overtime: The amount of overtime paid m#y due to real shortage of men,
ineffective management or improper utilization acinpower. Manpower control would require
a careful study of overtime statistics.

Few Organizations do not have sufficient records iaformation on manpower. Several of those
who have them do not have a proper retrieval sysiédmre are complications in resolving the
issues in design, definition and creation of corapméd personnel information system for
effective manpower planning and utilization. Evée existing technology in this respect is not
optimally used. This is a strategic disadvantage.

3.2.2 Types of Recruitment
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Recruitment is of two types

1.

Internal Recruitment — is a recruitment which tagésce within the concern or organization.
Internal sources of recruitment are readily avédal an organization. Internal sources are
primarily three — Transfers, promotions and Re-@ayplent of ex-employees. Re-employment
of ex-employees is one of the internal sourcesecfuitment in which employees can be
invited and appointed to fill vacancies in the canmc There are situations when ex-employees
provide unsolicited applications also.

Internal recruitment may lead to increase in emgédy productivity as their motivation level

increases. It also saves time, money and efforis aBlrawback of internal recruitment is that
it does not allow the injection of new blood intetorganization. Also, not all the manpower
requirements can be met through internal recruitni¢ining from outside has to be done.

Internal sources are primarily three

a. Transfers
b. Promotions (through Internal Job Postings) and
c. Re-employment of ex-employees - Re-employment ckraployees is one of the
internal sources of recruitment in which employeas be invited and appointed to fill
vacancies in the concern. There are situations velxeemployees provide unsolicited
applications also.
External Recruitment — External sources of recreittrhave to be solicited from outside the
organization. External sources are external toreeem. But it involves lot of time and money
.The external sources of recruitment include — Exyiplent at factory gate, advertisements,
employment exchanges, employment agencies, edoaehtiostitutes, labour contractors,
recommendations etc.

Employment at Factory Level — This is a source wfemal recruitment in which the
applications for vacancies are presented on buollmdards outside the Factory or at the Gate.
This kind of recruitment is applicable generallyesn factory workers are to be appointed.
There are people who keep on soliciting for jolmsrfrone place to another. These applicants
are regarded as unsolicited applicants. These tybesrkers apply on their own for their job.
In this kind of recruitment, the workers have ademcy to shift from one factory to another.
For this reason, most employers do not like to gagaorkers who will soon leave the next
day.

Advertisement — It is an external source which bas an important place in recruitment
procedure. The biggest advantage of advertisersethit it covers a wide area of market and
scattered applicants can get information from atbesnents. Medium used is Newspapers and
Television.

Employment Exchanges — There are certain Employnsewchanges which are run by
government. Most of the government undertakings @rterns employ people through such
exchanges. Now-a-days recruitment in governmemagge has become compulsory through
employment exchange.

Employment Agencies — There are certain professionganizations which look towards
recruitment and employment of people, i.e. theseap® agencies run by private individuals
supply required manpower to needy concerns.

Educational Institutions — There are certain praifagal Institutions which serve as an external
source for recruiting fresh graduates from thessitites. This kind of recruitment done
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through such educational institutions is called @as Recruitment. They have special
recruitment cells which help in providing jobs tegh candidates.

f. Recommendations — There are certain people who &gyerience in a particular area. They
enjoy goodwill and a stand in the company. There @artain vacancies which are filled by
recommendations of such people. The biggest drawbiathis source is that the company has
to rely totally on such people which can later oove to be inappropriate especially when the
worker cannot perform as expected.

g. Labour Contractors — These are the specialist paopb supply manpower to the Factory or
Manufacturing plants. Through these contractorgkess are appointed on contract basis, i.e.
for a particular time period. Under conditions witaese contractors leave the organization,
such people who are appointed have to also leavedicern.

3.2.3 Employee Selection Process

Employee Selection is the process of putting rigkt on right job. It is a procedure of matcl
organizational requirements withetlskills and qualifications of people. Effectivéestion can b
done only when there is effective matching. By ctahg best candidate for the required job,
organization will get quality performance of empteg. Moreover, organization will face dest
absenteeism and employee turnover problems. Bytgederight candidate for the required |
organization will also save time and money. Prageeening of candidates takes place di
selection procedure. All the potential candidatés apply for the given job are tested.

But selection must be differentiated from recruittpehough these are two phases of employ
process. Recruitment is considered to be a pogitigeess as it motivates more of candidat
apply for the job. It creates a@ of applicants. It is just sourcing of data. Whselection is
negative process as the inappropriate candidagesepacted here. Recruitment precedes sele
in staffing process. Selection involves choosing liest candidate with best abilitieskills anc
knowledge for the required job.

The Employee selection Process takes place inWoltporder-

1. Preliminary Interviews- It is used to eliminate sleccandidates who do not meet the minimum
eligibility criteria laid down by the organizatiofihe skills, academic and family background,
competencies and interests of the candidate areniegd during preliminary interview.
Preliminary interviews are less formalized and pkth than the final interviews. The
candidates are given a brief up about the compadytlze job profile; and it is also examined
how much the candidate knows about the companyintnary interviews are also called
screening interviews.

2. Application blanks- The candidates who clear thelipinary interview are required to fill

3.

application blank. It contains data record of thendidates such as details about age,
gualifications, reason for leaving previous jobpesience, etc.

Written Tests- Various written tests conducted miyirselection procedure are aptitude test,
intelligence test, reasoning test, personality, tetst These tests are used to objectively assess
the potential candidate. They should not be biased.

Employment Interviews- It is a one to one inter@actbetween the interviewer and the potential
candidate. It is used to find whether the candigateest suited for the required job or not. But
such interviews consume time and money both. Maetive competencies of the candidate
cannot be judged. Such interviews may be biasetings. Such interviews should be

70



conducted properly. No distractions should be therthe room. There should be an honest
communication between candidate and interviewer.

5. Medical examination- Medical tests are conducte@rsure physical fithess of the potential
employee. It will decrease chances of employeerdbsism.

6. Appointment Letter- A reference check is made altbetcandidate selected and then finally
he is appointed by giving a formal appointmenglett

3.3 Orientation and Placement

Once the candidates are selected for the requiobd they have to be fitted as per the
qualifications. Placement is said to be the procédgting the selected person at the right job or
place, i.e. fitting square pegs in square holesrandd pegs in round holes. Once he is fitted into
the job, he is given the activities he has to penfand also told about his duties. The freshly
appointed candidates are then given orientaticordier to familiarize and introduce the company
to him. Generally the information given during tiréentation programme includes-

- Employee’s layout

- Type of organizational structure
- Departmental goals

« Organizational layout

« General rules and regulations

- Standing Orders

- Grievance system or procedure

In short, during Orientation employees are maderavebout the mission and vision of the
organization, the nature of operation of the organdon, policies and programmes of the
organization.

The main aim of conducting Orientation is to bui@ confidence, morale and trust of the
employee in the new organization, so that he besameroductive and an efficient employee of
the organization and contributes to the organinalisuccess.

The nature of Orientation program varies with thganoizational size, i.e., smaller the organization
the more informal is the Orientation and largerdhganization more formalized is the Orientation
programme.

Proper Placement of employees will lower the chamteemployee’s absenteeism. The employees
will be more satisfied and contended with their kvor

3.4 Training of Employees - Need and Importancérafning

Training of employees takes place after orientatiakes place. Training is the process of
enhancing the skills, capabilities and knowledgermployees for doing a particular job. Training
process moulds the thinking of employees and l¢adguality performance of employees. It is
continuous and never ending in nature.

Importance of Training
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Training is crucial for organizational developmand success. It is fruitful to both employers and
employees of an organization. An employee will lmeamore efficient and productive if he is
trained well. Training is given on four basic grdsn

1.

2.
3.

New candidates who join an organization are givaming. This training familiarize them

with the organizational mission, vision, rules aadulations and the working conditions.

The existing employees are trained to refresh ahdmce their knowledge.

If any update and amendments take place in tecyptaining is given to cope up with those
changes. For instance, purchasing new equipmernges in technique of production,
computer system. The employees are trained abeutfusew equipments and work methods.
When promotion and career growth becomes imporfnaining is given so that employees
are prepared to share the responsibilities of itjeehn level job.

The benefits of training can be summed up as:

1.

Improves morale of employees- Training helps thepleyee to get job security and job
satisfaction. The more satisfied the employee tsthe greater is his morale, the more he will
contribute to organizational success and the legi#tldoe employee absenteeism and turnover.
Less supervision- A well trained employee will belmacquainted with the job and will need
less of supervision. Thus, there will be less wgestaf time and efforts.

Fewer accidents- Errors are likely to occur if @mployees lack knowledge and skills required
for doing a particular job. The more trained an Eyge is, the less are the chances of
committing accidents in job and the more proficitn® employee becomes.

Chances of promotion- Employees acquire skills affidiency during training. They become
more eligible for promotion. They become an assettfe organization.

Increased productivity- Training improves efficignand productivity of employees. Well
trained employees show both quantity and qualityopmance. There is less wastage of time,
money and resources if employees are properlyedain

Ways/Methods of Training

Training is generally imparted in two ways:

1. On the job training- On the job training method® d@hose which are given to the
employees within the everyday working of a concétris a simple and cost-effective
training method. The in-proficient as well as semioficient employees can be well
trained by using such training method. The emplsyaee trained in actual working
scenario. The motto of such training is “learningdwming.” Instances of such on-the-job
training methods are job-rotation, coaching, terapppromotions, etc.

2. Off the job training- Off the job training methodse those in which training is provided
away from the actual working condition. It is geadbr used in case of new employees.
Instances of off the job training methods are whdgs, seminars, conferences, etc. Such
method is costly and is effective if and only ifda number of employees have to be
trained within a short time period. Off the jobimiag is also called vestibule training, i.e.,
the employees are trained in a separate area (mayhall, entrance, reception area, etc.
known as a vestibule) where the actual working @ are duplicated.

3.5 Employee Remuneration
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Employee Remuneration refers to the reward or cosgteon given to the employees for t
work performances. Remuneration provides basiaditn to an employee to perform jc
efficiently and effectively. Remuneration leads émployee motivation. Salaries constitute
important source of income for employees and deterrtheir standard of living. Salaries aff
the employee’s productivity and work parftance. Thus the amount and method of remune
are very important for both management and empkyee

There are mainly two types of Employee Remuneration

1. Time Rate Method
2. Piece Rate Method

These methods of employee remuneration are expléie®w in detail

Methods of Employee Remuneration

1. Time Rate Method: Under time rate system, remuroeras directly linked with the time
spent or devoted by an employee on the job. Thdmmes are paid a fixed pre-decided
amount hourly, daily, weekly or monthly irrespeetiof their output. It is a very simple
method of remuneration. It leads to minimum wastafyeesources and lesser chances of
accidents. Time Rate method leads to quality ousiot this method is very beneficial to
new employees as they can learn their work wittanyt reduction in their salaries. This
method encourages employees’ unity as employeesparticular group/cadre get equal
salaries.

There are some drawbacks of Time Rate Method, sscht leads to tight supervision,
indefinite employee cost, lesser efficiency of eoypkes as there is no distinction made
between efficient and inefficient employees, argsée morale of employees.

Time rate system is more suitable where the worlois-repetitive in nature and emphasis
is more on quality output rather than quantity oditp

2. Piece Rate Method: It is a method of compensatiowhich remuneration is paid on the
basis of units or pieces produced by an employedhis system emphasis is more on
guantity output rather than quality output. Undes system the determination of employee
cost per unit is not difficult because salariededifvith output. There is less supervision
required under this method and hence the per wsit @f production is low. This system
improves the morale of the employees as the salane directly related to their work
efforts. There is greater work-efficiency in thigtmod.

There are some drawbacks of this method, sucht &s;niot easily computable, leads to
deterioration in work quality, wastage of resourdesser unity of employees, higher cost
of production and insecurity among the employees.

Piece rate system is more suitable where the nafuveork is repetitive and quantity is
emphasized more than quality.

3.6 Job Evaluation
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Job evaluation is a process of determining thetivelavorth of a job. It is a process which is
helpful even for framing compensation plans by fle¥sonnel manager. Job evaluation as a
process is advantageous to a company in many ways:

1. Reduction in inequalities in salary structure isltfound that people and their motivation is
dependent upon how well they are being paid. Theeehe main objective of job evaluation is
to have external and internal consistency in sadémycture so that inequalities in salaries are
reduced.

2. Specialization - Because of division of labour dhdreby specialization, a large number of
enterprises have got hundred jobs and many em@dypagerform them. Therefore, an attempt
should be made to define a job and thereby fixrgaldor it. This is possible only through job
evaluation.

3. Helps in selection of employees - The job evalueiidormation can be helpful at the time of
selection of candidates. The factors that deterrjobeevaluation can be taken into account
while selecting the employees.

4. Harmonious relationship between employees and nasinag Through job evaluation,
harmonious and congenial relations can be mairddisween employees and management,
so that all kinds of salaries controversies cambemized.

5. Standardization - The process of determining thergalifferentials for different jobs become
standardized through job evaluation. This helgsringing uniformity into salary structure.

6. Relevance of new jobs - Through job evaluation, care understand the relative value of new
jobs in a concern.

According to James N. Baron, J. N. et al, “Job eatibn represents an effort to determine the
relative value of every job in a plant and to detiee what the fair basic wage for such a job
should be.”

Thus, job evaluation is different from performaragpraisal. In job evaluation, worth of a job is
calculated while in performance appraisal, the iwoftemployee is rated.

3.7 Personnel Records

Personnel Records are records pertaining to emgdopé an organization. These records are
accumulated, factual and comprehensive informatitated to concern records and detained. All
information regarding to human resources in thawization are kept in a systematic order. Such
records are helpful to a manager in various detisioaking areas.

Personnel records are maintained for formulatirdjyramiewing personnel policies and procedures.
Complete details about all employees are maintaimgersonnel records, such as, name, date of
birth, marital status, academic qualifications, fessional qualifications, previous employment
details, etc.

Types of Personnel Records

1. Records of employment contain applicants past ds;dist sources, employee’s progress,
medical reports, etc.

2. Wages and salaries records contain pay roll recandthods of wages and salaries, leave
records, turnover records and other benefit records

3. Training and development contains appraisal reptseesfer cases, training schedule, training
methods.
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4. Health and safety records include sickness repsatsty provisions, medical history,
insurance reports, etc.

5. Service Records are the essential records conggimmdata, residential and family
information, academic qualifications, marital si&atpast address and employment records.

Purposes of Personnel Records
The need for comprehensive personnel recordstifigalson the following premise:

1. It helps to supply crucial information to managegarding the employees.

2. To keep an update record of leaves, lockouts, feesydurnover, etc. of the employees.

3. It helps the managers in framing various trainimgl @evelopment programmes on the
basis of present scenario.

4. It helps the government organizations to gathea datrespect of rate of turnover, rate of
absenteeism and other personnel matters.

5. It helps the managers to make salary revisionswalhces and other benefits related to
salaries.

6. It also helps the researchers to carry in- depttlystvith respect to industrial relations and
goodwill of the firm in the market.

Therefore, personnel records are really vital fooeganization and are not a wasteful exercise.

4.0 Summary

Examined in this unit is the human resource managérfunction of management. The basic
components of human resource management namelgtafiimg process, manpower planning,
recruitment, selection, orientation and placementgsses were fully discussed. The unit did
not leave out the critical role of training, emp@yremuneration and personnel records, rather
adequate attention was given to them.

5.0 Conclusions

The success of any organization depends much owuakty of its workforce. Hence, the
human resource function ensures manning the orgi@émiz structure through proper and
effective selection, placement, appraisal and agveént of its workforce.

6.0 Tutor Marked Assignment

What is manpower planning? Discuss the steps, itapoe and hindrances to effective
manpower planning.
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Unit 7 Performance Appraisal
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1.0 Introduction

Managing performance is key to the success of aggnization. This has to do with evaluating
the achievement of each member of staff vis — a-set and agreed targets. In this unit, we shall
consider and explain the concept of performancerasggd. Also to be considered are its
objectives, advantages, methods of appraisal assilge biases to avoid.

2.0 Objectives
At the end of this unit, learners will be able to:

» Define and explain the concept of performance apgira

» State and relate well with the objectives of perfance appraisal

» Objectively explain the advantages and disadvastafjperformance appraisal
* Understand and apply the various methods of pedoom appraisal

» Identify the possible biases attendant to perfocaappraisal.

3.0 Main Content
3.1 What is Performance Appraisal?

Performance Appraisal is the systematic evaluatbrthe performance of employees and to
understand the abilities of a person for furthemgh and development. Performance appraisal is
generally done in systematic ways which are asvl

1. The supervisors measure the pay of employees angdare it with targets and plans.
2. The supervisor analyses the factors behind woropaances of employees.

3. The employers are in position to guide the emplsyeea better performance.

3.1 Objectives of Performance Appraisal
The objectives of performance appraisal includefolewing:

1. To maintain records in order to determine compémsatackages, wage structure, salaries
raises, etc.
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To identify the strengths and weaknesses of empki@ place right men on right job.

To maintain and assess the potential present inersop for further growth and
development.

To provide a feedback to employees regarding theiiormance and related status.

To provide a feedback to employees regarding theiiormance and related status.

It serves as a basis for influencing working habftthe employees.

To review and retain the promotional and othenirey programmes.

3.2 Advantages of Performance Appraisal

It is said that performance appraisal is an investnfor the company which can be justified by
following advantages:

1.

Promotion: Performance Appraisal helps the supersigo chalk out the promotion
programmes for efficient employees. In this reganasfficient workers can be dismissed
or demoted in case.
Compensation: Performance Appraisal helps in chgliaut compensation packages for
employees. Merit rating is possible through perfamoe appraisal. Performance Appraisal
tries to give worth to a performance. Compensagiackages which include bonus, high
salary rates, extra benefits, allowances and preisges are dependent on performance
appraisal. The criteria should be merit rather thamority.
Employees Development: The systematic procedurpediormance appraisal helps the
supervisors to frame training policies and prograsnit helps to analyse strengths and
weaknesses of employees so that new jobs can ndddor efficient employees. It also
helps in framing future development programmes.
Selection Validation: Performance Appraisal helpg supervisors to understand the
validity and importance of the selection procedurbe supervisors come to know the
validity and thereby the strengths and weaknesissslection procedure. Future changes in
selection methods can be made in this regard.
Communication: For an organization, effective comioation between employees and
employers is very important. Through performancg@raisal, communication can be
sought for in the following ways:
a. Through performance appraisal, the employers caengtand and accept skills of
subordinates.
b. The subordinates can also understand and creatstahd confidence in superiors.
c. It also helps in maintaining cordial and congetahbur management relationship.
d. It develops the spirit of work and boosts the ne@dlemployees.

All the above factors ensure effective communicatio

Motivation: Performance appraisal serves as a rattin tool. Through evaluating performance of
employees, a person’s efficiency can be determihéide targets are achieved. This very well
motivates a person for better job and helps hitmfwrove his performance in the future.

3.3 Performance Appraisal Tools and Techniques

The following are the tools used by the organizegidor Performance Appraisals of their
employees.
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Ranking

Paired Comparison
Forced Distribution
Confidential Report
Essay Evaluation
Critical Incident
Checklists

Graphic Rating Scale
BARS

10.Forced Choice Method
11.MBO
12.Field Review Technique

Performance Test

We will be discussing the important performancerajgal tools and techniques in detail.

3.3.1

3.3.2

Ranking Method

The ranking system requires the rater to rank tti®slinates on overall performance. This
is done by simply putting a man in a rank orderdémthis method, the ranking of an
employee in a work group is done against that otleer employee. The relative position
of each employee is tested in terms of his numierace. It may also be done by ranking a
person on his job performance against another meailtbe competitive group.

Advantages of Ranking Method

i.  Employees are ranked according to their performémness.
ii. Itis easierto rank the best and the worst emgoye

Limitations of Ranking Method

iii.  The “whole man” is compared with another “whole rham this method. In
practice, it is very difficult to compare individsapossessing various individual
traits.

iv.  This method speaks only of the position where apleyee stands in his group. It
does not test anything about how much better or mueh worse an employee is
when compared to another employee.

v. When a large number of employees are working, rankif individuals become a
difficult issue.

vi.  There is no systematic procedure for ranking irdligis in the organization. The
ranking system does not eliminate the possibilitgrap judgements.

Forced Distribution method

This is a ranking technique where raters are reduio allocate a certain percentage of
rates to certain categories (e.g.: superior, alawegage, average) or percentiles (e.g.: top
10 percent, bottom 20 percent etc). Both the nundfecategories and percentage of
employees to be allotted to each category are etitmof performance appraisal design
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3.3.3

3.34

and format. The workers of outstanding merit maylaeed at top 10 percent of the scale;
the rest may be placed as 20 % good, 40 % outsign2d % fair and 10 % fair.

Advantages of Forced Distribution
This method tends to eliminate raters bias

By forcing the distribution according to pre-detemed percentages, the problem of
making use of different raters with different ssaile avoided.

Limitations of Forced Distribution

The limitation of using this method in salary adisiration, however, is that it may lead
low morale, low productivity and high absenteeism.

Employees who feel that they are productive, badl fihemselves in lower grade (than
expected) feel frustrated and exhibit over a peabtime reluctance to work.

Critical Incident techniques

Under this method, the manager prepares lists afersents of very effective and
ineffective behaviour of an employee. These ciiticgidents or events represent the
outstanding or poor behaviour of employees orobe The manager maintains logs of each
employee, whereby he periodically records critioaidents of the workers behaviour. At
the end of the rating period, these recorded atiilecidents are used in the evaluation of
the worker’s performance. Example of a good ciitioaident of a Customer Relations
Officer is : March 12 — The Officer patiently attesd to a customers complaint. He was
very polite and prompt in attending to the custdmproblem.

Advantages of Critical Incident techniques

1. This method provides an objective basis for cornidgcta thorough
discussion of an employee’s performance.

2. This method avoids recency bias (most recent imtgde@re too much
emphasized)

Limitations of Critical Incident techniques

1) Negative incidents may be more noticeable thartipesncidents.

2) The supervisors have a tendency to unload a sefiesomplaints about the
incidents during an annual performance review sessi

3) It results in very close supervision which may betiked by an employee.

4) The recording of incidents may be a chore for tteager concerned, who may be
too busy or may forget to do it.

Checklists and Weighted Checklists

In this system, a large number of statements thatribe a specific job are given. Each
statement has a weight or scale value attached. tévhile rating an employee the
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supervisor checks all those statements that moselyl describe the behaviour of the
individual under assessment. The rating sheetis sicored by averaging the weights of all
the statements checked by the rater. A checkligiorsstructed for each job by having
persons who are quite familiar with the jobs. Thetsgements are then categorized by the
judges and weights are assigned to the statenreatsordance with the value attached by
the judges.

Advantages of Checklists and Weighted Checklists
* Most frequently used method in evaluation of thelewyee’s performance.
Limitations of Checklists and Weighted Checklists

» This method is very expensive and time consuming

* Rater may be biased in distinguishing the postgive negative questions.

* It becomes difficult for the manager to assembiglyze and weigh a number of
statements about the employees’ characteristicdgtibations and behaviours.

3.4 Performance Appraisal Biases

Managers make mistakes while evaluating employeddleeir performance. Biases and judgment
errors of various kinds may spoil the performangpraisal process. Bias here refers to inaccurate
distortion of a measurement. These are:

1.

First Impression (primacy effect): Raters form aerall impression about the ratee on the
basis of some particular characteristics of theeatlentified by them. The identified
gualities and features may not provide adequate foasppraisal.
Halo Effect: The individual’s performance is contplg appraised on the basis of a
perceived positive quality, feature or trait. Itnet words this is the tendency to rate a man
uniformly high or low in other traits if he is eatordinarily high or low in one particular
trait. If a worker has few absences, his supervisight give him a high rating in all other
areas of work.
Horn Effect: The individual’'s performance is contplg appraised on the basis of a
negative quality or feature perceived. This resuitan overall lower rating than may be
warranted. “He is not formally dressed up in thigcef He may be casual at work too!”.
Excessive Stiffness or Lenience: Depending uponréters own standards, values and
physical and mental makeup at the time of appraiséées may be rated very strictly or
leniently. Some of the managers are likely to t#ke line of least resistance and rate
people high, whereas others, by nature, believeéhen tyranny of exact assessment,
considering more particularly the drawbacks of thdividual and thus making the
assessment excessively severe. The leniency earorrender a system ineffective. If
everyone is to be rated high, the system has no¢ doything to differentiate among the
employees.
Central Tendency: Appraisers rate all employeeavasage performers. That is, it is an
attitude to rate people as neither high nor low fmtldw the middle path. For example, a
professor, with a view to play it safe, might gigeclass grade near the equal to B,
regardless of the differences in individual perfances.
Personal Biases: The way a supervisor feels akamit ef the individuals working under
him - whether he likes or dislikes them - as a &edous effect on the rating of their
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performances. Personal Bias can stem from variousces as a result of information
obtained from colleagues, considerations of faitid ahinking, social and family
background and so on.

7. Spillover Effect: The present performance is ev@damuch on the basis of past
performance. “The person who was a good performelistant past is assured to be okay
at present also”.

8. Recency Effect: Rating is influenced by the moserg behaviour ignoring the commonly
demonstrated behaviours during the entire apprpesabd.

Therefore while appraising performances; all thevatbiases should be avoided.
4.0 Summary

This unit discusses the concept of performanceaagadr It looked at the objectives and benefits of
performance appraisal. The various methods of pedace appraisal were considered and the
unit ended by considering the possible biases ifopeance appraisal.

5.0 Conclusions

Management of performance is important to being c@dgsupervisor and clarification of
expectations and performance feedback is also i@pioto those they supervise. Understanding
the Performance appraisal is considered very impbrh managing the organizations performance
and hence its success.

6.0 Tutor Marked Assignment

Discuss the advantages and disadvantages of paricarappraisal. What are the possible biases
that should be avoided in conducting performangeagal?
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Unit 8 - Power and Delegation of Authority
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1.0 Introduction

Management is the process of achieving resultsutiirmthers; hence a manager alone cannot
perform all the tasks assigned to him. In ordemiet the targets, the manager should delegate
authority. In this unit, we shall be discussing pownd delegation of authority. Furthermore, we
shall examine the elements, principles, importaarue steps to effective delegation. The concept
of centralization and decentralization will alsodiecussed.

2.0 Objectives

At the end of this unit, learners will be able to:

» Define and identify the steps and principles oéefive delegation
» |dentify and apprciate the benefits and importasfogelegation at work
» Distinguish between centralization and decemtratina

3.0 Main Content
3.1 What is Delegation?

Delegation of Authority means division of authorapd powers downwards to the subordinate.
Delegation is about entrusting someone else toadis pf your job. Delegation of authority can be
defined as subdivision and sub-allocation of powersthe subordinates in order to achieve
effective results.

3.1 Elements of Delegation

1. Authority - in context of a business organizatianthority can be defined as the power and
right of a person to use and allocate the resoweffesently, to take decisions and to give
orders so as to achieve the organizational obgstiduthority must be well- defined. All
people who have the authority should know the samptheir authority and should not
misuse it. Authority is the right to give commandsjers and get the things done. The top
level management has greatest authority. Authaltyays flows from top to bottom. It
explains how a superior gets work done from hiosdibate by clearly explaining what is
expected of him and how he should go about it. Auity should be accompanied with an
equal amount of responsibility. Delegating the atiti to someone else doesn’t imply
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escaping from accountability. Accountability stifdlst with the person having the utmost
authority.

2. Responsibility - is the duty of the person to comtplthe task assigned to him. A person
who is given the responsibility should ensure tmataccomplishes the tasks assigned to
him. If the tasks for which he was held responséie not completed, then he should not
give explanations or excuses. Responsibility withamlequate authority leads to discontent
and dissatisfaction among the person. Respongifiivs from bottom to top. The middle
level and lower level management holds more respiitig The person held responsible
for a job is answerable for it. If he performs theks assigned as expected, he will receive
praises. If he doesn’t accomplish tasks assigeegkpected, then he might be punished for
that.

3. Accountability - means giving explanations for avgriance in the actual performance
from the expectations set. Accountability can rotdblegated. For example, if 'A’ is given
a task with sufficient authority, and 'A’ delegatibss task to B and asks him to ensure that
the task is done well, responsibility rest with /But accountability still rest with "A’. The
top level management is most accountable. Beinguatable means being innovative as
the person will think beyond his scope of job. Agctability ,in short, means being
answerable for the end result. Accountability cée’tescaped. It arises from responsibility.

3.2 Steps for Achieving Delegation
A manager has to work in a system and has to pertioe following steps : -

1. Assignment of tasks and duties
2. Granting of authority
3. Creating responsibility and accountability

Delegation of authority is the base of superioresdmate relationship, it involves the following
steps:-

1. Assignment of Duties — The delegator first triesdeefine the task and duties to the
subordinate. He also has to define the result egddoom the subordinates. Clarity of duty
as well as result expected has to be the firstisteplegation.

2. Granting of authority — Subdivision of authoritykés place when a superior divides and
shares his authority with the subordinate. For te&@son, every subordinate should be
given enough independence to perform the task giteemim by his superiors. The
managers at all levels delegate authority and pewvitch is attached to their job positions.
The subdivision of powers is very important to giéctive results.

3. Creating Responsibility and Accountability — Thdedmtion process does not end once
powers are granted to the subordinates. They atsdinee time have to be obligatory
towards the duties assigned to them. Responsiislisaid to be the factor or obligation of
an individual to carry out his duties to the bebths ability as per the directions of
superior. Responsibility is very important. Therefat is that which gives effectiveness to
authority. At the same time, responsibility is dbs® and cannot be shifted.
Accountability, on the others hand, is the obligatof the individual to carry out his duties
as per the standards of performance. Therefores gaid that authority is delegated,
responsibility is created and accountability is asg@d. Accountability arises out of
responsibility and responsibility arises out ofreuity. Therefore, it becomes important
that with every authority position an equal anda@gfe responsibility should be attached.
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Therefore every manager, i.e., the delegator hdslimv a system to finish up the delegation
process. Equally important is the delegatee’s raoleich means his responsibility and
accountability is attached with the authority.

3.3 Relationship between Authority and Respongybili

Authority is the legal right of person or superiorcommand his subordinates while responsibility
is the obligation of individual to carry out histdas as per standards of performance Authority
flows from the superiors to subordinates, in wioctters and instructions are given to subordinates
to complete the task. It is only through authordaymanager exercises control. In a way through
exercising the control the superior is demandirgpanctability from subordinates. If the marketing
manager directs the sales supervisor for 50 ufissle to be undertaken in a month. If the above
standards are not accomplished, it is the marketiagager who will be accountable to the chief
executive officer. Therefore, we can say that authfows from top to bottom and responsibility
flows from bottom to top. Accountability is a resof responsibility and responsibility is result of
authority. Therefore, for every authority an egaedountability is attached

Differences between Authority and Responsibility

Authority Responsibility

It is the legal right of a person or altis the obligation of subordinate to perform the
superior to command his subordinates. | work assigned to him.

Authority is attached to the position of aResponsibility arises out of superioi—
superior in a concern. subordinate relationship in which subordinate
agrees to carry out duty given to him.

Authority can be delegated by a superioResponsibility cannot be shifted and is absolute
to a subordinate

It flows from top to bottom. It flows from bottoro top.

3.4 Importance of Delegation

Delegation of authority is a process in which thetharity and powers are divided and shared
amongst the subordinates. When the work of a margege beyond his capacity, there should be
some system of sharing the work. This is how déilegaf authority evolved as an important tool
in organization function. Through delegation, a ager, in fact, is multiplying himself by
dividing/multiplying his work with the subordinateéBhe importance of delegation can be justified
as follows:
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1. Through delegation, a manager is able to dividewbek and allocate it to the subordinates.
This helps in reducing his work load so that he wark on important areas such as - planning,
business analysis etc.

2. With the reduction of load on superior, he can emi@te his energy on important and critical
issues of concern. This way he is able to bringatffeness in his work as well in the work
unit. This effectively helps a manager to provedbsity and skills in the best manner.

3. Delegation of authority is the ground on which slu@erior-subordinate relationship stands. An
organization functions as the authority flows freop level to bottom. This in fact shows that
through delegation, the superior-subordinate mahatiip become meaningful. The flow of
authority is from top to bottom which is a way cha&ving results.

4. Delegation of authority in a way gives enough roama space to the subordinates to develop
their abilities and skills. Through delegating aftleority, the subordinates get a feeling of
importance. They get motivated to work and thisivaion provides appropriate results to a
concern. Job satisfaction is an important criterfionbring stability and soundness in the
relationship between superior and subordinates.edagion also helps in breaking the
monotony of the subordinates so that they can bee raeative and efficient. Delegation of
authority is not only helpful to the subordinates th also helps the managers to develop their
talents and skills. Since the manager get enoughk through delegation to concentrate on
important issues, their decision-making gets strand in a way they can demonstrate the
talents which are required in a manager. Grantowgeps and getting the work done, helps the
manager to attain communication skills, supervigind guidance, effective motivation and the
leadership traits are exhibited. Therefore it iydhrough delegation that a manager can be
tested on his traits.

5. Delegation of authority is a source of help to bstiperior and subordinates. This ,in a way,
gives stability to a concern’s work. With effectikesults, a concern can think of creating more
departments and divisions. This will require cre@tof more managers which can be fulfilled
by shifting the experienced, skilled managers &sé¢hpositions. This helps in both vertical as
well as horizontal growth which is very importaot & concern’s stability.

Therefore, from the above points, we can conclhaé delegation is not just a process but it is a
way by which a manager can multiply himself anale to bring stability, ability and soundness
to a concern.

3.5 Principles of Delegation

There are a few guidelines in form of principlesiethcan be a help to the manager in the process
of delegation. The principles of delegation aréodlsws: -

1. Principle of result expected- suggests that eveapager before delegating the powers to the
subordinate should be able to clearly define thelsgyas well as results expected from them.
The goals and targets should be completely andrlgledefined and the standards of
performance should also be notified clearly. Foameple, a marketing manager explains the
salesmen regarding the units of sale to make iarécplar day, say ten units a day have to be
the target sales. While a marketing manger providese guidelines of sales, mentioning the
target sales is very important so that the salestaarperform his duty efficiently with a clear
goal before him.

2. Principle of Parity of Authority and Responsibilithccording to this principle, the manager
should keep a balance between authority and replitgs Both of them should go hand in
hand. According to this principle, if a subordin&egiven a responsibility to perform a task,
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then at the same time he should be given enougipérdience and power to carry out that task
effectively. This principle also does not provideessive authority to the subordinate which at
times can be misused by him. The authority shoeldjilen in such a way that it matches the
task given to him. Therefore, there should be ngreke of disparity between the two.

3. Principle of absolute responsibility- This says tthihe authority can be delegated but
responsibility cannot be delegated by managersstsubordinates which means responsibility
is fixed. The manager at every level, no matter dughority, is always responsible to his
superior for carrying out his task by delegating fiowers. It does not means that he can
escape from his responsibility. He will always r@ameesponsible till the completion of the
task. Every superior is responsible for the actheir subordinates and are accountable to their
superior therefore the superiors cannot pass tamélto the subordinates even if he has
delegated certain powers to subordinates. For pbeanf the production manager has been
given a work and the machine breaks down. If repair are not able to get repair work done,
production manager will be responsible to CEO éiitiproduction is not completed.

4. Principle of Authority level- This principle sugdssthat a manager should exercise his
authority within the jurisdiction / framework giveiihe manager should be forced to consult
their superiors with those matters of which thehatity is not given that means before a
manager makes any important decision, he shoule made that he has the authority to do that
on the other hand, a subordinate should also rquéntly go to their superiors to confirm or
to give suggestions if they are not asked to do so.

3.6 Centralization and Decentralization

Centralizationis said to be a process where the concentratiodeofsion making is in a fe
hands. All the important decision and actions at ldwer level, all subjects and actions at
lower level are subject tte approval of top management. According to All€entralization” it
the systematic and consistent reservation of aiiyhat central points in the organization. -
implication of centralization can be :-

1. Reservation of decision making power at top level.
2. Reservation of operating authority with the mididieel managers.
3. Reservation of operation at lower level at thedions of the top level.

Under centralization, the important and key dedisiare taken by the top management an
other leve$ are into implementations as per the direction®pflevel. For example, in a busin
concern, the father and son being the owners decidee important matters and all the rest o
functions like product, finance, marketing, persginare carrid out by the department heads
they have to act as per instruction and orderh@ftivo people. Therefore in this case, dec
making power remain in the hands of father and son.

On the other hand, Decentralization is a systema#ilegation of authority at all levels of
management and in all of the organization. In adtalization concern, authority in retained by
the top management for taking major decisions amadhihg policies concerning the whole
concern. Rest of the authority may be delegatedht® middle level and lower level of
management.

The degree of centralization and decentralizatioh depend upon the amount of authority
delegated to the lowest level. According to JayaeshS. et al, “Decentralization refers to the
systematic effort to delegate to the lowest levfehuthority except that which can be controlled
and exercised at central points.
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Decentralization is not the same as delegationfabt, decentralization is an extension of
delegation. Decentralization pattern is wider igpgcand the authorities are diffused to the lowest
level of management. Delegation of authority isomplete process and takes place from one
person to another. While decentralization is comeptaly when fullest possible delegation has
taken place. For example, the general managercofmpany is responsible for receiving the leave
application for the whole of the concern. The gaheranager delegates this work to the personnel
manager who is now responsible for receiving tla@deapplicants. In this situation delegation of
authority has taken place. On the other hand, enrdigquest of the personnel manager, if the
general manager delegates this power to all thartlepntal heads at all level, in this situation
decentralization has taken place. There is a sayiag “Everything that increasing the role of
subordinates is decentralization and that decreidfigesole is centralization”. Decentralization is
wider in scope and the subordinate’s responsibifigrease in this case. On the other hand, in
delegation the managers remain answerable evehdacts of subordinates to their superiors.

Implications of Decentralization

1. There is less burden on the Chief Executive akarcase of centralization.

2. In decentralization, the subordinates get a chdncdecide and act independently which
develops skills and capabilities. This way the aigation is able to process reserve of talents
in it.

3. In decentralization, diversification and horizoraalangement can be easily implanted.

4. In decentralization, concern diversification ofieities can take place effectively since there is
more scope for creating new departments. Therefiorersification growth is of a degree.

5. In decentralization structure, operations can berdinated at divisional level which is not
possible in the centralization set up.

6. In the case of decentralization structure, therggnsater motivation and morale of the
employees since they get more independence todaexcide.

7. In a decentralization structure, co-ordinationdme extent is difficult to maintain as there are
lot many department divisions and authority is dated to maximum possible extent ,i.e., to
the bottom most level delegation reaches. Cen#ttdiz and decentralization are the categories
by which the pattern of authority relationships dree clear. The degree of centralization and
de-centralization can be affected by many facties mature of operation, volume of profits,
number of departments, size of a concern, etc. [Hnger the size of a concern, a
decentralization set up is suitable in it.

Delegation and Decentralization

Basis Delegation Decentralization

Managers delegate some of theiRight to take decisions is shared by top
Meaning function and authority to their management and other level oOf
subordinates. management.

Scope of delegation is limited eis

superior delegates the powers tdScope is wide as the decision making is
the subordinates on individual shared by the subordinates also.

bases.

Scope
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Responsibility

Freedom
Work

Nature

Need
purpose

Grant
Authority

Grant

of

on

of

of

Responsibility

Degree

Process

Essentiality

Significance

Withdrawal

Freedom
Action

of

Responsibility remains with the
managers and cannot he
delegated

Responsibility is also delegated 1o
subordinates.

Freedo_m IS notgiven to thfa Freedom to work can be maintained by
subordinates as they have 1o

. . subordinates as they are free to teke
work as per the instructions cof . ; ;
. . decision and to implement it.
their superiors.

It is an important decision of an

It is a routine function )
enterprise.

Delegation is important in all Decentralization becomes more importent
concerns whether big or small.in large concerns and it depends upon the
No enterprises can work without decision made by the enterprise, it is rnot
delegation. compulsory.

The authority is granted by onglt is a systematic act which takes place at
individual to another. all levels and at all functions in a concern.

Responsibility cannot be Authority with responsibility is delegated
delegated to subordinates.

Degree of delegation varies from Decentralization is total by nature. It
concern to concern  and spreads throughout the organization i.e. at
department to department. all levels and all functions

Delegation is a process whichlt is an outcome which explains
explains superior subordinatesrelationship between top management
relationship and all other departments.

Delegation is essential for all Decentralization is a decisions function
kinds of concerns by nature.

Delegation is essential for Decentralization is an optional policy at
creating the organization the discretion of top management.

It is considered as a general policy of top
management and is applicable to all
departments.

Delegated authority can be taken
back.

Very little freedom to the

. Considerable freedom
subordinates
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Decentralization can be called extension of delegatWhen delegation of authority is done to
the fullest possible extent, it gives way to decaigation.

4.0 Summary

The elements, principles and steps to effectiveegiglon were examined in this unit. The
importance of delegation was also discussed. Thtdfwther differentiated between the processes
centralization and decentralization of authority.

5.0 Conclusion

In reality, no manager can single handedly perfalirihe tasks expected of him. Consequently,
managers should delegate part of their authasigubordinates. This however needs to be done in
a disciplined manner by following the prescribegpstand respecting the underlining principles. If
done this way, we can justify that delegation i$ just a process but a way by which manager
multiples himself and is able to bring stabilitypildy and soundness to a concern. Furthermore,
decentralization can be called extension of delegat¥When delegation of authority is done to the
fullest possible extent, it gives way to decenzatiion.

6.0 Tutor Marked Assignment

Discuss the concept of delegation of authority ¢irig out the meaning, principles and steps to
effective delegation. Distinguish between delegatind decentralization of authority.
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Unit 9 — Motivation
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1.0 Introduction

One of the most important functions of managementoi create willingness amongst the
employees to perform in the best of their abiliti#serefore the role of a leader is to arouse
interest in performance of employees in their joligs unit will discuss the meaning process and
importance of motivation. Three classical theoovésnotivation namely: Maslow’s hierarchy of
needs theory, Herzberg's Two factor theory and Theoand Theory Y will be reviewed. The
unit will end by looking at motivation incentivedncentives to motivate employees

2.0 Objectives
At the end of this unit, learners will be able to:

» Understand the concept of motivation

» |dentify what motivates people at work

» Discuss the content of the three classical theafigaotivation to be discussed and apply the
principles at work

» Appreciate the significance of motivation incensive

3.0 Main Content
3.1 What is Motivation?

Motivation is the word derived from the word 'magivwhich means needs, desires, wants or
drives within the individuals. It is the processstimulating people to actions to accomplish the
goals. In the work goal context the psychologieatdrs stimulating the people’s behaviour can be

- desire for money
« success

« recognition

+ job-satisfaction

- team work, etc

The process of motivation consists of three stages:

1. Afelt need or drive
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2. A stimulus in which needs have to be aroused
3. When needs are satisfied, the satisfaction or aplisihment of goals.

Therefore, we can say that motivation is a psydjiodd phenomenon which means needs and
wants of the individuals have to be tackled by fragran incentive plan.

3.1 Importance of Motivation
Motivation is very important for an organizationchese of the following benefits it provides:-
1. Puts human resources into action

Every concern requires physical, financial and humegsources to accomplish the goals. It
is through motivation that the human resources lmantilized by making full use of it.
This can be done by building willingness in emplkseo work. This will help the
enterprise in securing best possible utilizationesburces.

2. Improves level of efficiency of employees

The level of a subordinate or an employee doesmigtdepend upon his qualifications and
abilities. For getting best of his work performanttee gap between ability and willingness
has to be filled which helps in improving the lewélperformance of subordinates. This
will result into-

a. Increase in productivity,
b. Reducing cost of operations, and
c. Improving overall efficiency.
3. Leads to achievement of organizational goals

The goals of an enterprise can be achieved onlyhefollowing factors take place :-

There is best possible utilization of resources,

There is a co-operative work environment ,

The employees are goal-directed and they act urogive manner,

Goals can be achieved if co-ordination and co-derdake place simultaneously
which can be effectively done through motivation.

4. Builds friendly relationship

apow

Motivation is an important factor which brings ewytes satisfaction. This can be done by
keeping in mind and framing an incentive plan for benefit of the employees. This could
initiate the following things:

a. Monetary and non-monetary incentives,
b. Promotion opportunities for employees,
c. Disincentives for inefficient employees.

In order to build a cordial, friendly atmospherearconcern, the above steps should be
taken by a manager. This would help in:
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4. Effective co-operation which brings stability,

5. Industrial dispute and unrest in employees willues]

6. The employees will be adaptable to the changestzareé will be no resistance to
the change,

7. This will help in providing a smooth and sound ocemc in which individual
interests will coincide with the organizationaldargsts,

8. This will result in profit maximization through ireased productivity.

5. Leads to stability of work force

Stability of workforce is very important from theipt of view of reputation and goodwill
of a concern. The employees can remain loyal toetiterprise only when they have a
feeling of participation in the management. Thdlskand efficiency of employees will
always be of advantage to employees as well asogeqd. This will lead to a good public
image in the market which will attract competend galified people into a concern. As it
is said, “Old is gold” which suffices with the roté motivation here, the older the people,
more the experience and their adjustment into a&emwnwhich can be of benefit to the
enterprise.

From the above discussion, we can say that mativais an internal feeling which can be
understood only by manager since he is in close¢aconvith the employees. Needs, wants and
desires are inter-related and they are the drilonge to act. These needs can be understood by the
manager and he can frame motivation plans accdsdidiée can say that motivation therefore is a
continuous process since motivation process isdbaseneeds which are unlimited. The process
has to be continued throughout.

We can summarize by saying that motivation is irtgedrboth to an individual and a business.
Motivation is important to an individual as:

Motivation will help him achieve his personal goals

If an individual is motivated, he will have job sd&ction.
Motivation will help in self-development of indivil.

An individual would always gain by working with grehmic team.

PN E

Similarly, motivation is important to a business as

1. The more motivated the employees are, the more wetgd the team is.

2. The more is the team work and individual employeetiibution, the more profitable and
successful is the business.

3. During period of change, there will be more adaititgland creativity.

4. Motivation will lead to an optimistic and challengi attitude at work place because it has
been discovered that by and large, with respeavdkplace motivation — Carrot or Stick
approach doesn’'t work anymore
5. While salary and promotions could do a great jobdefnotivating people if handled

ineffectively, they aren’t so much effective in vating people.

What should be done therefore for effective moioraat workplace?

1 Link Rewards directly to Performanc&n organization should adopt a fair reward strue
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which provides incentive to the most deserving @ygé. Have an incentive structure in pl
doesn’t solve the problem... what makes it workablthe employeesust in the system ar
believe that they will be rewarded if they perfonrell.

Compliment employees- Even though an employeefsenhas not appeared in the list of
people getting incentives, go ahead and complirtieatt employee for a job well done - no
matter how small. There is nothing more satisfyimgn employee than a pat on his back.

Be transparentwWhile there may be some strategic decisions whah might want to shai
with the employees at a later stage, make surecy®gd do not givenito the rumours. Stay
touch with the employees.

Work on your PDP- Every employee is responsibtehis / her own career. He / she should
work towards his 'Personal Development Plan’ [PBPHiscussed and agreed by his man:i
Find out what the &ining company offers and which is best suitedisodevelopment need
How this will motivate you -remember training always increases your marketgbéind
enhance your career.

Participate and Network- Employees - Rememberwotk for a company where a one-on-
one attention might not be possible. Do not waitdio invitation to participate in a discussi

If you are a part of a forum, then you have fujhti to express your opinion and be a pal
the process. Expressing yourself is a good wayaiivaiting yourself.

3.2 Classical Theories of Motivation

The motivation concepts were mainly developed alod®50’s. Three main theories were
propounded during this period. These three clalsgiearies are-

« Maslow’s hierarchy of needs theory
« Herzberg's Two factor theory
« Theory X and Theory Y

These theories are building blocks of the contemuyotheories developed later. The working
mangers and learned professionals till date ussetbkassical theories to explain the concept of
employee motivation.

3.2.1 Maslow’s Hierarchy of Needs Theory
Abraham Maslow is renowned for proposing the Higmgrof Needs Theory in 1943. This theory
is a classical depiction of human motivation. Tihisory is based on the assumption that there is a

hierarchy of five needs within each individual. Turgency of these needs varies. These five needs
are as follows-
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Social
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Security
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Physiological
Needs

FIGURE 9.1 : Maslow’s Need Hierarchy Model

1. Physiological needsFhese are the basic needs of air, water, foodhiolgtand shelte
In other words, physiological needs are the needbdsic amenities of life.

2. Safety needs- Safety needs include physical, emviemtal and entmnal safety an
protection. For instancedob security, financial security, protection fromiraals
family security, health security, etc.

3. Social needsSocial needs include the need for love, affectoame, belongingness, &
friendship.

4. Esteem needs- Esteem needs are of two types: ahtesteem needs (selfespect
confidence, competence, achievement and freedoml) external esteem ne¢
(recognition, power, status, attention and adnargti

5. Self-actualization need- This include the urge &xdme what you are capable
becoming / what you have the potential to becomieicludes the need for growth ¢
self-contentment. It also includes desire for gagnmore knowledge, sociaservice
creativity and being aesthetic. The self- actuéilimaneeds are never fully satiable.
an individual grows psychologically, opportunitiéeep cropping up to contin
growing.

According to Maslow, individuals are motivated bgsatisfied needs. As each of th
needs is significantly satisfied, it driveand forces the next need to emerge. Mg
grouped the five needs into two categories - Highider needs and Lower-order needs
The physiological and the safety needs constittitedlower-order needs. These lower-
order needs are mainly satisfied externally. Th@adoesteem, and sedictualization neec
constituted the higher-order needs. These highder needs are generally satis
internally, i.e., within an individual. Thus, wercaonclude that during boom period,
employees lower-order needs are significantly met.

Implications of Maslow’s Hierarchy of Needs Thedoy Managers

* As far as the physiological needs are concernednthnagers should give employ
appropriate salaries to purchase the basic neesssif life. Breaks and eaty
opportunities should be given to employees.
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» As far as the safety needs are concerned, the memnsigould provide the employees
security, safe and hygienic work environment, aetkement benefits so as to ret
them.

» As far as social needseaconcerned, the management should encourage tekrawd
organize social events.

» As far as esteem needs are concerned, the managersappreciate and rewe
employees on accomplishing and exceeding theietsrdhe management can give
deserved employee higher job rank / position inaifymnization.

* As far as selfactualization needs are concerned, the managergicarthe employee
challenging jobs in which the employees’ skills atmimpetencies are fully utilize
Moreover, growth opportunities can be given to tisenthat they can reach the peak.

The managers must identify the need level at wttiehemployee is existing and then those needs
can be utilized as push for motivation.

Limitations of Maslow’s Theory

« It is essential to note that not all employeesgureerned by same set of needs. Different
individuals may be driven by different needs at sgint of time. It is always the most
powerful unsatisfied need that motivates an indigid

« The theory is not empirically supported.

« The theory is not applicable in case of starvirtgsaas even if the artist’s basic needs are
not satisfied, he will still strive for recognitiand achievement.

3.2.2 Herzberg's Two-Factor Theory of Motivation

In 1959, Frederick Herzberg, a behavioural scieptisposed a two-factor theory or the motivator-
hygiene theory. According to Herzberg, there amesgob factors that result in satisfaction while
there are other job factors that prevent dissatisfa. According to Herzberg, the opposite of
“Satisfaction” is “No satisfaction” and the oppeasdf “Dissatisfaction” is “No Dissatisfaction”.

MOTIVATORS

Satisfaction Mo Satisfaction

HYGIENE FACTORS

Mo Dissatisfaction Dissatisfaction
FIGURE: 9.2 - Herzberg’s view of satisfaction and gsatisfaction

Herzberg classified these job factors into two gaties-
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a. Hygiene factors- Hygiene factors are those joboigctvhich are essential for existence of
motivation at workplace. These do not lead to pasisatisfaction for long-term. But if these
factors are absent / if these factors are nonamisat workplace, then they lead to
dissatisfaction. In other words, hygiene factore #rose factors which when adequate /
reasonable in a job, pacify the employees and donasie them dissatisfied. These factors are
extrinsic to work. Hygiene factors are also caltbssatisfiers or maintenance factors as they
are required to avoid dissatisfaction. These faai@scribe the job environment / scenario. The
hygiene factors symbolized the physiological negldigh the individuals wanted and expected
to be fulfilled. Hygiene factors include:

- Pay- The pay or salary structure should be apmtgpend reasonable. It must be equal
and competitive to those in the same industry enstime domain.

- Company Policies and administrative policies- Tampany policies should not be too
rigid. They should be fair and clear. It shouldluae flexible working hours, dress
code, breaks, vacation, etc.

- Fringe benefits- The employees should be offereditihecare plans (mediclaim),
benefits for the family members, employee help pognes, etc.

- Physical Working conditions- The working conditiosbould be safe, clean and
hygienic. The work equipments should be updatedvwaiimaintained.

« Status- The employees’ status within the orgaromashould be familiar and retained.

« Interpersonal relations-The relationship of the lEyges with his peers, superiors and
subordinates should be appropriate and acceptdblkere should be no conflict or
humiliation element present.

« Job Security- The organization must provide joluségto the employees.

b. Motivational factors- According to Herzberg, thegigne factors cannot be regarded as
motivators. The motivational factors yield positigatisfaction. These factors are inherent
work. These factors motivate the employees for gesar performance. These factors are
called satisfiers. These are factors involved iriguening the job. Employees find these factors
intrinsically rewarding. The motivators symbolizetie psychological needs that were
perceived as an additional benefit. Motivationakdas include:

+ Recognition- The employees should be praised andogrezed for their
accomplishments by the managers.

« Sense of achievement- The employees must havesa séachievement. This depends
on the job. There must be a fruit of some sorhajbb.

- Growth and promotional opportunities- There must drewth and advancement
opportunities in an organization to motivate thekapees to perform well.

« Responsibility- The employees must hold themsehesponsible for the work. The
managers should give them ownership of the worleyT$hould minimize control but
retain accountability.

Meaningfulness of the work- The work itself shoblElmeaningful, interesting and challenging for
the employee to perform and to get motivated.

Limitations of Two-Factor Theory
The two factor theory is not free from limitations:

1. The two-factor theory overlooks situational varegol

2. Herzberg assumed a correlation between satisfaetioh productivity. But the research
conducted by Herzberg stressed upon satisfactidngaored productivity.
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3. The theory’s reliability is uncertain. Analysis hasbe made by the raters. The raters may
spoil the findings by analyzing same responsefier@nt manner.

4. No comprehensive measure of satisfaction was u8ademployee may find his job
acceptable despite the fact that he may hate/opgtof his job.

5. The two factor theory is not free from bias assitbhased on the natural reaction of
employees when they are required the sources isfagdion and dissatisfaction at work.
They will blame dissatisfaction on the externaltéas such as salary structure, company
policies and peer relationship. Also, the employeékgive credit to themselves for the
satisfaction factor at work.

6. The theory ignores blue-collar workers. Despites¢hmitations, Herzberg's Two-Factor
theory is acceptable broadly.

Implications of Two-Factor Theory

The Two-Factor theory implies that the managerstsimsss upon guaranteeing the adequacy of
the hygiene factors to avoid employee dissatisfacthlso, the managers must make sure that the
work is stimulating and rewarding so that the erpés are motivated to work and perform harder
and better. This theory emphasizes job-enrichmeasdo motivate the employees. The job must
utilize the employee’s skills and competenciesi®rmaximum. Focusing on the motivational
factors can improve work-quality.

3.2.3 Theory X and Theory Y

In 1960, Douglas McGregor formulated Theory X afekdry Y suggesting two aspects of human
behaviour at work, or in other words, two differergws of individuals (employees): one of which
is negative, called Theory X and the other is pasitreferred to as Theory Y. According to

McGregor, the perception of managers on the natfrandividuals is based on various

assumptions.

Assumptions of Theory X

« An average employee intrinsically does not like kvand tries to escape it whenever
possible.

« Since the employee does not want to work, he mastdssuaded, compelled, or warned
with punishment so as to achieve organizationalsg@®a close supervision is required on
the part of managers. The managers adopt a mdetatial style.

« Many employees rank job security on top, and theseHittle or no aspiration/ ambition.

« Employees generally dislike responsibilities.

- Employees resist change.

« An average employee needs formal direction.

Assumptions of Theory Y

- Employees can perceive their job as relaxing amchab They exercise their physical and
mental efforts in an inherent manner in their jobs.

- Employees may not require only threat, externatroband coercion to work, but they can
use self-direction and self-control if they are idated and sincere to achieve the
organizational objectives.

« If the job is rewarding and satisfying, then it iksult in employees’ loyalty and
commitment to organization.
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- An average employee can learn to admit and receghig responsibility. In fact, he can
even learn to obtain responsibility.

+ The employees have skills and capabilities. Thegical capabilities should be fully
utilized. In other words, the creativity, resourdagss and innovative potentiality of the
employees can be utilized to solve organizationablems.

Thus, we can say that Theory X presents a pesgmisiv of employees’ nature and behaviour at

work, while Theory Y presents an optimistic viewtloé employees’ nature and behaviour at work.

If we correlate it with Maslow’s theory, we can gagt Theory X is based on the assumption that
the employees emphasize on the physiological needishe safety needs; while Theory X is based
on the assumption that the social needs, esteeds @€l the self-actualization needs dominate the
employees.

McGregor views Theory Y to be more valid and reasbs than Theory X. Thus, he encouraged
cordial team relations, responsible and stimulajiihg, and participation of all in decision-making
process.

Implications of Theory X and Theory Y

Quite a few organizations use Theory X today. Thebencourages use of tight control and
supervision. It implies that employees are reluctarrganizational changes. Thus, it does not
encourage innovation.

Many organizations are using Theory Y techniqué®ory Y implies that the managers should
create and encourage a work environment which gesvopportunities to employees to take
initiative and self-direction. Employees shouldgdesn opportunities to contribute to
organizational well-being. Theory Y encourages daadization of authority, teamwork and
participative decision making in an organizatiohe®dry Y searches and discovers the ways in
which an employee can make significant contribigionan organization. It harmonizes and
matches employees’ needs and aspirations with mafonal needs and aspirations

3.3 Motivation Incentives - Incentives to motivataployees

Incentive is an act or promise for greater actibris also called a stimulus to greater action.
Incentives are something which are given in additm wages. It means additional remuneration
or benefit to an employee in recognition of achieeat or better work. Incentives provide a spur
or zeal in the employees for better performancé H# natural thing that nobody acts without a
purpose behind. Therefore, a hope for a reward psveerful incentive to motivate employees.
Besides monetary incentive, there are some otimulstwhich can drive a person to better. This
will include job satisfaction, job security, jobgmotion, and pride for accomplishment. Therefore,
incentives really can sometimes work to accompl&hgoals of a concern. The need of incentives
can be many:-

To increase productivity,

To drive or arouse a stimulus work,

To enhance commitment in work performance,

To psychologically satisfy a person which leadptosatisfaction,

To shape the behavior or outlook of subordinateatos work,

To inculcate zeal and enthusiasm towards work,

To get the maximum of their capabilities so thaythre exploited and utilized maximally.

Noohr~wbdRE
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Therefore, management has to offer the following teategories of incentives to motivate
employees:-

a.

Monetary incentives- Those incentives which satigfg subordinates by providing them
rewards in terms of rupees. Money has been recedras a chief source of satisfying the
needs of people. Money is also helpful to sati$fg social needs by possessing various
material items. Therefore, money not only satisfiegchological needs but also the security
and social needs. Therefore, in many factoriesipuarwage plans and bonus schemes are
introduced to motivate and stimulate the peoplddk.

Non-monetary incentives- Besides the monetary itneesy there are certain non-financial
incentives which can satisfy the ego and self-aation needs of employees. The incentives
which cannot be measured in terms of money are rutige category of “Non- monetary
incentives”. Whenever a manager has to satisfypdlyehological needs of the subordinates, he
makes use of non-financial incentives. Non- finahticentives can be of the following types:-
Security of service- Job security is an incentivgol provides great motivation to employees.
If his job is secured, he will put maximum effottsachieve the objectives of the enterprise.
This also helps since he is very far off from mémeasion and he can give his best to the
enterprise.

Praise or recognition- The praise or recognitioram®ther non- financial incentive which
satisfies the ego needs of the employees. Somepna¢gse becomes more effective than any
other incentive. The employees will respond morgr@ise and try to give the best of their
abilities to a concern.

Suggestion scheme- The organization should lookdaof to taking suggestions and inviting
suggestion schemes from the subordinates. Thidcet®s a spirit of participation in the
employees. This can be done by publishing variotisles written by employees to improve
the work environment which can be published inaasimagazines of the company. This also
is helpful to motivate the employees to feel impottand they can also be in search for
innovative methods which can be applied for betterk methods. This ultimately helps in
growing a concern and adapting new methods of tipasa

Job enrichment- Job enrichment is another non- taonencentive in which the job of a
worker can be enriched. This can be done by incrgdsis responsibilities, giving him an
important designation, increasing the content aatdre of the work. This way efficient worker
can get challenging jobs in which they can prowartiwvorth. This also helps in the greatest
motivation of the efficient employees.

Promotion opportunities- Promotion is an effectie®l to increase the spirit to work in a
concern. If the employees are provided opportuite the advancement and growth, they
feel satisfied and contented and they become nmrenitted to the organization.

The above non- financial tools can be framed dffelst by giving due concentration to the role of
employees. A combination of financial and non- fiicial incentives help together in bringing
motivation and zeal to work in a concern.

Positive Incentives

Positive incentives are those incentives which jpl®wa positive assurance for fulfilling the needs
and wants. Positive incentives generally have dimigtic attitude behind and they are generally
given to satisfy the psychological requirementsenfployees. For example-promotion, praise,
recognition, perks and allowances, etc. It is posiby nature.
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Negative Incentives

Negative incentives are those whose purpose ign@ea the mistakes or defaults of employees.

The purpose is to rectify mistakes in order to efégctive results. Negative incentive is generally

resorted to when positive incentive does not warks a psychological set back has to be given to
employees. It is negative by nature. For exampdeaation, transfer, fines, penalties.

4.0 Summary

The thrust of this unit was motivation at work. \@eamined the concept and process of as well as
the importance of motivation. Three classical theoof motivation namely: Maslow’s hierarchy
of needs theory, Herzberg's Two factor theory aheofy X and Theory Y were discussed the
role of motivation incentives were exhaustively lexed too.

5.0 Conclusion

It has been demonstrated in this unit that for atgne performance at work, motivation is very
fundamental. According to Maslow, human behaviorgaal-directed. Motivation cause goal-
directed behaviour. It is through motivation thaeds can be handled and tackled purposely.
Hence managers must understand the hierarchy dsreethe needs of individual that serve as a
driving force in human behaviour. Therefore, a nggmanust understand the “hierarchy of needs”.
According to Maslow, individuals are motivated hysatisfied needs. As each of these needs is
significantly satisfied, it drives and forces trexhneed to emerge. The Two-Factor theory implies
that the managers must stress upon guaranteeingdiéguacy of the hygiene factors to avoid
employee dissatisfaction. Also, the managers mustensure that the work is stimulating and
rewarding so that the employees are motivated td&aod perform harder and better. This theory
emphasize upon job-enrichment so as to motivate etinployees. The job must utilize the
employee’s skills and competencies to the maximbatusing on the motivational factors can
improve work-quality. Further more it can be cowmigd that incentives provide a spur or zeal in
the employees for better performance as it is arahthing that nobody acts without a purpose
behind. Therefore, a hope for a reward is a powenitentive to motivate employees. Besides
monetary incentive, there are some other stimulclvican drive a person to better performance.
This will include job satisfaction, job securitygly promotion, and pride for accomplishment.
Therefore, incentives really can sometimes workdoomplish the goals of a concern.

6.0 Tutor Marked Assignment

Discuss the theory of motivation by Abraham Masland Frederick Herzberg. What are the
lessons from each of the theories?
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Unit 10 - Leadership
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1.0 Introduction

In this unit, the critical function of leadershiglMbe considered. We shall explain the meaning,
features, roles and characteristics of leadergkgn to be discussed are ascension to leadership
position as well as choice of leadership styles. 3Nall also dwell on the differences between
leadership and management. Before rounding up tite we shall examine the meaning and
implication of organizational leadership.

2.0 Objectives
At the end of the unit, learners will be able to:
« Understand the meaning of leadership
- Appreciate the role and importance of leadership
 ldentify the qualities of an effective leaders
« Distinguish between leadership and management
+ Identify different types of leaders and leaderstipes
3.0 Main Content
3.1 What is Leadership?

Leadership is a process by which an executive @acttdguide and influence the behavior and
work of others towards accomplishment of specifialg in a given situation. Leadership is the
ability of a manager to induce the subordinatesddk with confidence and zeal.

According to Northouse, P. G., “Leadership is thlity to persuade others to seek defined
objectives enthusiastically. It is the human faatdrich binds a group together and motivates it
towards goals.”

Features of Leadership

1. Itis an inter- personal process in which a manageto influencing and guiding workers
towards attainment of goals.

2. It denotes a few qualities to be present in a petkat includes intelligence, maturity and
personality.
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3.

4.

A leader is involved in shaping and moulding thehdeor of the group towards
accomplishment of organizational goals.

Leadership is situation bound. There is no bede sty leadership. It all depends upon
tackling and dealing with problems as they afféctagions.

3.1 Importance of Leadership

Leadership is an important function of managemehickv helps to maximize efficiency and to
achieve organizational goals. The following poiistify the importance of leadership in a
concern.

1.

2.

Initiates action- Leader is a person who startsathegk by communicating the policies and
plans to the subordinates from where the work dgtatarts.

Motivation- A leader proves to be playing an incemtrole in the concern’s working. He
motivates the employees with economic and non-aoénoewards and thereby gets the
work done through the subordinates.

Providing guidance- A leader has the responsibitify supervising and guiding the
subordinates. Guidance here means instructing therdinates the way they have to
perform their work effectively and efficiently.

Creating confidence- Confidence is an importantoiagvhich can be achieved through
expressing the work efforts to the subordinateplagxing them clearly their role and
giving them guidelines to achieve the goals effetyi. It is also important to hear the
employees with regards to their complaints and lprob.

Building morale- Morale denotes willing co-operatiof the employees towards their work
and getting them into confidence and winning theist. A leader can be a morale booster
by achieving full co-operation so that they perfomith best of their abilities as they work
to achieve goals.

Builds work environment- Management is getting gisinione through people. An efficient
work environment helps in sound and stable growtterefore, cordial human relations m
bust form part of a leaders attribute. He shoulehaersonal contacts with employees and
should listen to their problems and solve them. stould treat employees with
humanitarian consideration.

Co-ordination- Co-ordination can be achieved thlougconciling personal interests with
organizational goals. This synchronization can bleieved through proper and effective
co-ordination which should be primary motive okader.

3.2 Role of a Leader

The following are the main roles of a leader iroaganization :

1.

Required at all levels- Leadership is a functioniolvhis important at all levels of
management. In the top level, it is important fettipg co-operation in formulation of
plans and policies. In the middle and lower levkelis required for interpretation and
execution of plans and programmes framed by thentapagement. Leadership can be
exercised through guidance and counseling of thersiinates at the time of execution of
plans.

Representative of the organization- A leader, aemanager is said to be the representative
of the enterprise. He has to represent the conaérseminars, conferences, general
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meetings, etc. His role is to communicate the nali® of the enterprise to outside public.
He is also representative of the own departmenthvhe leads.

Integrates and reconciles the personal goals wiglarozational goals- A leader through
leadership traits helps in reconciling/ integratthg personal goals of the employees with
the organizational goals. He is trying to co-ortknahe efforts of people towards a
common purpose and thereby achieves objectivess ¢an be done only if he can
influence and get willing co-operation and urgatocomplish the objectives.

He solicits support- A leader is a manager anddessthat he is a person who entertains
and invites support and co- operation of suborémathis he can do by his personality,
intelligence, maturity and experience which canvigte him positive result. In this regard,
a leader has to invite suggestions and if possitviplement them into plans and
programmes of enterprise. This way, he can sdlidisupport of employees which results
in willingness to work and thereby effectivenessunning of a concern.

As a friend, philosopher and guide- A leader musgspss the three dimensional traits in
him. He can be a friend by sharing the feelingsniops and desires with the employees.
He can be a philosopher by utilizing his intelligerand experience and thereby guiding
the employees as and when time requires. He cam lgpiide by supervising and
communicating to the employees the plans and esliof top management and securing
their co-operation to achieve the goals of a cancét times he can also play the role of a
counselor by counseling and adopting problem-sghapproach. He can listen to the
problems of the employees and try to solve them.

3.3 Qualities of a Leader

A leader must have multidimensional traits in himatt makes him appealing and effective in
behavior. The following are the qualities that dddae present in a good leader:

1.

2.

Physical appearance- A leader must have a pleagipgarance. Physique and health are
very important for a good leader.

Vision and foresight- A leader cannot maintain uefice unless he exhibits forward-
looking qualities. He has to visualize situationsd athereby has to frame logical
programmes.

Intelligence- A leader should be intelligent enoughexamine problems and difficult
situations. He should be analytical and be abledigh pros and cons and then summarize
the situation. Therefore, a positive tendency drahsof maturity are very important.
Communicative skills- A leader must be able to camivate the policies and procedures
clearly, precisely and effectively. This can bepfigl in persuasion and stimulation.
Objective- A leader must possess a fair dispositvbich is free from bias and which does
not discriminate or show favour towards a particuldividual. He should develop his own
opinion and should base his judgment on facts agid.|

Knowledge of work- A leader should be very pregidatowlefgeable on the work of his
subordinates so that he can win the trust andaemée of his subordinates.

Sense of responsibility- Responsibility and accabitity towards an individual’'s work is
very important to bring a sense of influence. Aderamust have a sense of responsibility
towards organizational goals because only thenheaget maximum of cooperation from
his subordinates. For this, he has to motivate #lihas\d arouse and urge to give best of his
abilities. Only then can he motivate the subordisat
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8. Self-confidence and will-power- Confidence in hitfise important to earn the confidence
of the subordinates. He should be trustworthy amlsl handle the situations with full
will power.

9. Humanist-This trait to be present in a leader isep8al because he deals with human
beings and is in personal contact with them. Hetbdsandle the personal problems of his
subordinates with great care and attention. Thezeftreating the human beings on
humanitarian grounds is essential for building agemial environment.

10.Empathy- It is an old adage “Stepping into the shokothers”. This is very important
because fair judgment and objectivity comes onbnthA leader should understand the
problems and complaints of employees and shoutilledse a complete view of the needs
and aspirations of the employees. This helps inrawipg human relations and personal
contacts with the employees.

From the above qualities present in a leader, @meunderstand the scope of leadership and it's
importance for business success. A leader cannet &lathe traits enumerated above but having a
few of them helps in achieving effective results.

3.4 Leadership Theories, Qualities and Styles

Management involves leadership, and leadershipbeadescribed as the process of influencing
group behaviour. Leadership also involves the mamalgfunctions of directing, controlling and
motivating towards the attainment of set goals.

Allen identifies five main activities that are asgded with management leading:

« “Management Decision-makingthe work a manager performs to arrive at conchssiand
judgements”.

« “Management Communicatingthe work a manager performs to create understghdin

« “Motivating: the work a manager performs to inspire, encoyrage impel people to take
required action”.

- “Selecting People:the work a manager performs to choose people &sitipns in the
organization”.

- “Developing Peoplethe work a manager performs to help people imptbe# knowledge,
attitudes, and skills”.

3.5 Ascension to Leadership Position
From any group a leader can rise in any of thevalhg ways:

@) he may be appointed by a higher authority

(b) he may be elected by the group either becausesahairisma or expertise in the group task
(c) he may emerge on his own and be accepted by tlug gro

(d) he may be self-imposed.

So, a leader is eithappointed, elected, emergeut;, self-imposed.

Effective leadership is essential for the achievanoéresults. The manager’s leadership strengths
or weaknesses affect the performance of the emtgy@nization:
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. He can clarify or confuse objectives, job assignisi@md expected results, and criteria for
measuring performance.

. He can stimulate or inhibit optimum performance.

. He can encourage or retard the use of his subdedifest abilities, skills and interests.
. He can provide or withhold incentives for growtldatevelopment.

. He can enhance or undermine job satisfaction andlso

Research observations indicate that high produgfi\nigh morale, and optimum growth and
development of subordinates result primarily fréva leadership given by their immediate
superiors.

3.6 The Two Dimensions of Leadership
Two dimensions of leadership are of major concenmanagers.
First, there is their leadership style:

. Some managers choose their leadership style eithanstitution or by following the
examples of other managers.

. Studies of group operations and power relationsligge shed light on the differing
impacts of various leadership styles.

. Researchers in the field of management have loeg bagaged in a search for the “best”

style of leadership. But evidence to date cleartidates that there is no single style that is
appropriate to, and effective in all types of ditnas.

. Results-oriented managers are those who can atept leadership style to meet the
demands of each specific situation and the neetteofsubordinates.

3.7 Leadership Styles and assumptions

Different leadership patterns or styles exist amieagers and among organizations. In addition to
their leadership style, managers are concernedthatlsubstance of their directing and controlling
activities. These two factors interact, and neittaar be ignored.

. What the manager does to direct and control hi®rsliates will determine what the
subordinates will do.

. How the manager carries our these responsibiltitdetermine where the emphasis will
be placed and influence the level of subordinatsponse.

Awareness of the importance of leadership has l&ayrmanagers to ask themselves questions

such as the following:-

- How democratic should | be?

- How much group participation will provide resul@nd how much is just a waste of
valuable time?

- How can | best use my authority without arousirggergment?

- How can | prevent my orders from being distorted digff two levels down in the
organization?

- Why is it that this group seems to respond diffdyeto my leadership from the staff in the
last organization in which | worked?
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3.8 Choice of Leadership Style
Various factors affect the choice of an approprieselership style. Some of the factors are:-
1. The Personality of Manager

Since he is the product of his past experiencesménager will find it easy to engage in certain
types of behaviour, difficult to carry off othergraitly, and impossible to feel comfortable with
others as well.

2. The Manager’s Life Philosophy

The manager’s values are the rudder that guiddseiaviour. Obviously, the ethically callous can
act in ways that the ethically sensitive would cottemplate.

3. The Characteristics of the work Group

The work group is no more a blank page than isrthrager. Its members have their own traits as
individuals; and the work group as a whole alsourdaque distinguishing characteristics.

4. The Manager-Work-Group Relationship

The chemistry between the leader and the followgecsucial. Each combination of individuals
requires a slightly different approach.

5. The Manager’s Influence with his superiors andeoshwho have power in the organization.

Without relatively consistent backing from his supes and cooperative support from other key
personnel in the organization, the manager’s effariead may well miscarry.

6. The Manager’s interaction with other Departments
In complex organizations, extensive negotiatiocpatmodation and adaptation are required.
7. The Mandates of the Work and Work Environment

Opportunities for, and obstacles to effective legkip necessarily vary from one situation to
another.

8. The Requirements of the Organization

The organization’s philosophy, climate and tempuw the pressures on the organization indicate
the type of managerial leadership that will be neled

3.9 Leadership and Management - Relationship affdrBnces

Leadership and management are the terms that @ a@jnsidered synonymous. It is essential to
understand that leadership is an essential paffeftive management. As a crucial component of
management, remarkable leadership behaviour ssregsmn building an environment in which
each and every employee develops and excels. lskapes defined as the potential to influence
and drive the group efforts towards the accompletinof goals. This influence may originate
from formal sources, such as that provided by a&itjiom of managerial position in an
organization.
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A manager must have traits of a leader, i.e., hstipossess leadership qualities. Leaders develop
and begin strategies that build and sustain cotneetadvantage. Organizations require robust
leadership and robust management for optimal orgéional efficiency.

Differences between Leadership and Management
Leadership differs from management in a sense that:

1. While managers lay down the structure and delegaidgsority and responsibility, leaders
provides direction by developing the organizatiomaion and communicating it to the
employees and inspiring them to achieve it.

2. While management includes focus on planning, omagj staffing, directing and
controlling; leadership is mainly a part of diregtifunction of management. Leaders focus
on listening, building relationships, teamwork, gimgig, motivating and persuading the
followers.

3. While a leader gets his authority from his follogiea manager gets his authority by virtue
of his position in the organization.

4. While managers follow the organization’s policieslgrocedure, the leaders follow their
own instinct.

5. Management is more of science as the managersacg @lanned, standard, logical and
more of mind. Leadership, on the other hand, isranin an organization, if the managers
are required, then leaders are a must/essential.

6. While management deals with the technical dimensioran organization or the job
content; leadership deals with the people aspeat iorganization.

7. While management measures/evaluates people by tfmite, past records, present
performance; leadership sees and evaluates indilgidas having potential for things that
can’'t be measured, i.e., it deals with future dregerformance of people if their potential
is fully extracted.

8. If management is reactive, leadership is proactive.

9. Management is based more on written communicatitnie leadership is based more on
verbal communication.

The organizations which are over managed and uededo not perform upto the benchmark.
Leadership accompanied by management sets a negtioir and makes efficient use of resources
to achieve it. Both leadership and managementsaengial for individual as well as organizational
success.

Leader versus Manager

“Leadership and managership are two synonymoussteisnan incorrect statement. Leadership
doesn’t require any managerial position to act &sader. On the other hand, a manager can be a
true manager only if he has got the traits of le@al&@im. By virtue of his position, manager has to
provide leadership to his group. A manager hasetéopm all five functions to achieve goals, i.e.
Planning, Organising, Staffing, Directing, and Gohing. Leadership is a part of these functions.
Leadership as a general term is not related to gaaship. A person can be a leader by virtue of
gualities in him. For example: leader of a clulassl, welfare association, social organization, etc.
Therefore, it is true to say that, “All managers kraders, but all leaders are not managers.”
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A leader is one who influences the behavior andkwoir others in group efforts towards
achievement of specified goals in a given situatOn the other hand, manager can be a true
manager only if he has got traits of leader in hiManager at all levels are expected to be the
leaders of work groups so that subordinates wiirogurry instructions and accept their guidance.
A person can be a leader by virtue of all qualiinesim

Leaders and Managers can be compared on the faljovésis:

Basis

Origin

Formal Rights

Followers

Functions

Necessity
Stability
Mutual

Relationship

Accountability

Concern

Followers

Role
continuation

Manager Leader

A person becomes a manager byA person becomes a leader on basis of
virtue of his position. his personal qualities.

Manager has got formal rights in an

2 . Rights are not available to a leader.
organization because of his status.

The subordinates are the followersThe group of employees whom the
of managers. leaders leads are his followers.

A manager performs all to work

functions of management.

five Leader influences people
willingly for group objectives.

. . A leader is required to create cordial
A manager is very essential to a : N
relation between person working in and
concern. L
for organization.

It is more stable. Leadership is tempgprar

All managers are leaders. All leaders are not marsag

Manager is accountable for self and
subordinates behaviour and
performance.

Leaders have no well defined

accountability.

A manager’s
organizational goals.

concern is A leader’s concern is group goals and

member’s satisfaction.

People follow manager by virtue of

job description People follow them on voluntary basis.

A manager can continue in office till

he performs his duties satisfactorilyA leader can maintain his position only
in congruence with organizational through day to day wishes of followers.
goals.
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A leader has command over different

sanctions and related task records. These
sanctions are essentially of informal

nature.

Manager has command over
Sanctions allocation and distribution of
sanctions.

3.9 Leadership and Motivation

Motivation is a goal-oriented characteristic thalps a person achieve his objectives. It pushes an
individual to work hard at achieving his or her go@n executive must have the right leadership
traits to influence motivation. However, there @ specific blueprint for motivation. As a leader,
one should keep an open perspective on human ndtoosving different needs of subordinates
will certainly make the decision-making processeras

Both an employee as well as manager must possessréhip and motivational traits. An effective
leader must have a thorough knowledge of motivatifectors for others. He must understand the
basic needs of employees, peers and his supelieaslership is used as a means of motivating
others

Given below are important guidelines that outline basic view of motivation:

- Harmonize and match the subordinate needs witbrig@nizational needs. As a leader, the
executive must ensure that the business has the seomals and ethics that he seeks in his
employees. He should make sure that his subordire® encouraged and trained in a
manner that meets the needs of the business.

- Appreciation and rewards are key motivators thitémce a person to achieve a desired
goal. Rewarding good/ exceptional behavior withreal§ token of appreciation, certificate
or letter can be a great motivator. If a certifecet awarded to a person, it should mention
the particular act or the quality for which theiindual is being rewarded.

+ Being a role model is also a key motivator thaluifices people in reaching their goals. A
leader should set a good example to enable hislgpdopgrow and achieve their goals
effectively.

« Encouraging individuals to get involved in planniagd important issues resolution
procedure not only motivates them, but also teatiesntricacies of these key decision-
making factors. Moreover, it will help everyonegdet better understanding of their role in
the organization. The communication will be unargbigs and will certainly attract
acknowledgement and appreciation from the leader.

- Developing moral and team spirit certainly has & kapact on the well-being of an
organization. The metal or emotional state of a@eiconstitutes his or her moral fabric. A
leader’s actions and decisions affect the moraldisfsubordinates. Hence, he should
always be aware of his decisions and activitieanTepirit is the soul of the organization.
The leader should always make sure his subordiratgs performing their duties as a
team and make themselves a part of the organiZzafptemns.

« A leader should step into the shoes of the subaté@and view things from subordinate’s
angle. He should empathize with them during difficimes. Empathizing with their
personal problems makes them stronger-mentallyeamationally.

« A meaningful and challenging job accomplished inatés a sense of achievement among
employees. The executive must make their employeek they are performing an
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important work that is necessary for the organmes well-being and success. This
motivational aspect drives them to fulfill goals.

Remember, “To become an efficient leader, you nbesself-motivated”. You must know your
identity, your needs and you must have a strong toglo anything to achieve your goals. Once
you are self-motivated, only then you can motivateers to achieve their goals and to harmonize
their personal goals with the common goals of tiganization.

3.10 Organizational Leadership

Organizations need strong leadership for optimulecafeness. Leadership, as we know, is a trait
which is both inbuilt and can be acquired also.adigational leadership deals with both human
psychology as well as expert tactics. Organizatitgadership emphasizes developing leadership
skills and abilities that are relevant across thmganizations. It means the potential of the
individuals to face the hard times in the indusind still grow during those times. It clearly
identifies and distinguishes the leaders from thenagers. The leader should have potential to
control the group of individuals.

An ideal organizational leader should not domirater others. He should guide the individuals
under him, give them a sense of direction to aehmnganizational goals successfully and should
act responsibly. He should be optimistic for siite.should be empathetic and should understand
the need of the group members. An organizatiorslde should not only lead others individually
but also manage the actions of the group.

Individuals who are highly ambitious, have high rgyelevel, an urge to lead, self-confidence,

intelligence, have thorough knowledge of job, asadst and flexible are more likely to succeed as
organizational leaders. Individuals who learn tihgaaizational leadership develop abilities and
skills of teamwork, effective communication, codfliresolution, and group problem solving

techniques. Organizational leaders clearly comnateicorganizational mission, vision and

policies; build employees morale, ensure efficieosiness operations; help employees grow
professionally and contribute positively towardgarizations mission.

Tips for Effective Organizational Leadership

1. A leader must lead himself, only then he can letlters. He must be committed on
personal and professional front, and must be resplen.He must be a role model for
others and set an example for them.

2. A leader must boost up the morale of the employidesshould motivate them well so that
they are committed to the organization. He showdwll acquainted with them, have
concern for them and encourage them to take iméist This will result in more efficient
and effective employees and ensure organizatiatakss.

3. A leader must work as a team. He should always atigps team and respect them. He
should not hurt any employee. A true leader showdd be too bossy and should not
consider himself as the supreme authority. He shoghlize that he is part of the
organization as a whole.

Organizational leadership involves all the process®d possible results that lead to development
and achievement of organizational goals. It inckudanployees’ involvement, genuineness,
effective listening and strategic communication.
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4.0 Summary

Discussions so far in this unit boarder on leadprsWe did examine the meaning, importance,

role and characteristics of effective leaders. W¢e aonsidered ascension to leadership position
and choice of leadership styles. A comparison wk® arawn between leadership and

management and tips for organizational effectivenesre equally highlighted.

5.0 Conclusion

Based on the discussions in the unit, the followoan be derived: Management involves
leadership, and leadership can be described agrteess of influencing group behaviour.
Leadership also involves the managerial functidndirecting, controlling and motivating towards
the attainment of set goals. However, the statemébéadership and managership are two
synonymous terms” is an incorrect statement. Thisimply because leadership doesn’t require
any managerial position to act as a leader. Orother hand, a manager can be a true manager
only if he has got the traits of leader in him.&adler has got multidimensional traits in him that
makes him appealing and effective in behavior.

6.0 Tutor Marked Assignment
Discuss the roles and importance of an effectiadée. Identify the qualities of such a leader.
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Unit 11 - People Related Issues in Management
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1.0 Introduction

People element is so crucial in management. Theores that people work in a system and they
exhibit different characteristics or behaviors. $tall be discussing in the unit issues on employee
relations, features of a sound disciplinary systefifiective ways of handling grievance and
Strategies for managing stress at workplace.

2.0 Objectives
At the end of this unit, learners will be able to:

« Understand the importance and ways of improvingleyae relations

« Have a good understanding of the features of adsdistiplinary system
« Acquire skills on effective ways of handling griexa

- Develop strategies for managing stress at workplace

3.0 Main Content
3.1 Employee Relations - Importance and Ways of Impving Employee Relations

Maintaining healthy employee relations in an orgation is a pre-requisite for organizational

success. Strong employee relations are requiredhifr productivity and human satisfaction.

Employee relations generally deal with avoiding aedolving issues concerning individuals

which might arise out of or influence the work s@eo. Strong employee relation depends upon
healthy and safe work environment, dedication amamitment of all employees, incentives for

employee motivation, and effective communicatiosteg in the organization. Healthy employee
relations lead to more efficient, motivated andductive employees which further lead to increase
in sales level.

Good employee relation signifies that employeesighfieel positive about their identity, their job
as well as about being a part of such a great argiéon. Despite the importance of strong and
healthy employee relations, there are circumstancethe life of every organization when
employee and management relations are hampereandées of such circumstances are as follows-

1. When the employees do not behave as per acceptats @ behaviour, it is known as
employee indiscipline. Absenteeism, change in eygats behaviour, slow performance
and grievances are all forms of employee indise®liThus, when the employees fail to
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meet management expectations in terms of standardrmance and behaviour, it is
referred to as indiscipline. In such cases, managéemust ensure that steps are be taken
so that employee’s behaviour is in conformity wtle managerial expectations.

2. Similarly, the employees also expect managemenpréwide them with safe working
environment, fair treatment, proper incentives,tipgration in decisions, and needs
satisfaction. The failure on the part of managenmenneet these expectations is termed
employee grievance.

3. When the employees fail to meet their own expemtatiwhether in terms of personal
goals, career goals, performance, self-respect,tat referred to as employee stress.
Excessive workload, insufficient workload, peergsure, excessive/unreasonable use of
authority by the management, lack of promotionglarfunities, nature of job, etc all again
lead to employee stress.

All the above mentioned organizational factorsuaficing employees’ relation must be carefully
tackled. An optimistic approach towards strengthgrdisciplinary culture rooted on shared norms
of employees should be adopted. An effective grieearedressal system should be there. Stress
management strategies should be followed in tharozgtion.

3.1 Improving Employee Relations

Employee relations must be strengthened in an agéon. To do so, the following points must
be taken care of:-

i. Employee has expectation of fair and just treatmbmgt the management. Thus,
management must treat all employees as individaralsmust treat them in a fair manner.
Employee favoritism should be avoided.

ii. Do not make the employees’ job monotonous. Keepntéresting. Make it more
challenging. This can be done by assigning empkgeeater responsibilities or engaging
them in training programmes.

iii. Maintain a continuous interaction with the emplse&keep them updated about
company’'s policies, procedures and decisions. Kédep employees well-informed.
Informed employees will make sound decisions arltireinain motivated and productive.
Also, they will feel as a member of organizatiofzahily in this manner.

iv. Employees must be rewarded and appreciated forlladame job or for achieving/over-
meeting their targets. This will boost their morafel they will work together as a team.

v. Encourage employee feedback. This feedback will entile employers aware of the
concerns of employees, and their views about “yasian employer.

vi.  Give the employees competitive salary. They shdeadairly paid for their talents, skills
and competencies.

vii.  Be friendly but not over-friendly with the emplogeeBuild a good rapport with the
employee. The employee should feel comfortable wighmanager/supervisor rather than
feeling scared.

3.2 Employee Discipline and Features of a Soundiplisary System

Discipline means systematically conducting the mess by the organizational membersow
strictly adhere to the essential rules and reguiati These employees/organizational men
work together as a team so as to achieve orgammedtmission as well as vision and they ti
understand that the individual and group aims aesirds musbe matched so as to ens
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organizational success.

A disciplined employee will be organized and anamiged employee will be disciplined alwa
Employee behaviour is the base of discipline inoeganization. Discipline implies confirmit
with the codeof conduct established by the organization. Diseglin an organization ensul
productivity and efficiency. It encourages harmamg coeperation among employees as we
acts as a morale booster for the employees. Innabsef discipline, there Wibe chaos
confusion, corruption and disobedience in an ogian.

In short, discipline implies obedience, orderlinessd maintenance of proper subordina
among employees. Work recognition, fair and eqletadbeatment of employees, appropr
salary structure, effective grievance handling @tatsecurity all contribute to organizatior
discipline.

3.2.1 Discipline is viewed from two angles/dimemsio

1.

Positive Discipline: Positive Discipline impliessdipline without punishment. The main

aim is to ensure and encourage self-discipline antba employees. The employees in this
case identify the group objectives as their owrediyes and strive hard to achieve them.
The employees follow and adhere to the rules amguilagons not due to the fear of

punishment but due to the inherent desire to duutii voluntarily to the achievement of

organizational goals. Employees exercise self-obtirmeet these goals.

Negative Discipline: Employees adhere to rules esgllations in fear of punishment

which may be in form of fines, penalties, demotioms transfers. In this case, the

employees do not perceive organizational goalseis dbwn goals. The action taken by the
management to ensure desired standard of behasoderbf conduct from the employees
in an organization is called negative disciplindheTfear of punishment prevents the
employees from going off-track.

3.2.2 Characteristics of a Sound Disciplinary Sys(Red Hot Stove Rule)

Discipline should be imposed without generatinggnésient. Mc Gregor Douglas (Stoner, J.A.F et
al) propounded the “red hot stove rule” which stha a sound and effective disciplinary system
in an organization should have the following charastics-

1.

Immediate- Just as when you touch a red hot stteepurn is immediate, similarly the
penalty for violation should be immediate/ immedidtsciplinary action must be taken for
violation of rules.

Consistent- Just as a red hot stove burns everyosame manner; likewise, there should
be high consistency in a sound disciplinary system.

Impersonal- Just as a person is burned becauseitiees the red hot stove and not because
of any personal feelings, likewise, impersonalitydd be maintained by refraining from
personal or subjective feelings.

Prior warning and notice- Just as an individual dasarning when he moves closer to the
stove that he would be burned on touching it, lilsewa sound disciplinary system should
give advance warning to the employees as to thdidatns of not conforming to the
standards of behaviour/code of conduct in an omrgaioin.
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In short, a sound disciplinary system presupposes-

Acquaintance/Knowledge of rules- The employees lshbe well aware of the desired code of
conduct/ standards of behaviour in the organizafitrs code of discipline should be published in
employee handbook.

1. Timely action- Timely enquiry should be conducted lfreaking the code of conduct in an
organization. The more later the enquiry is malle,more forgetful one becomes and the
more he feels that punishment is not deserved.

2. Fair and just action- There should be same punishrfteg same offence/ misconduct.
There should be no favouritism. Discipline shoutdumiformly enforced always.

3. Positive approach- The disciplinary system shoué greventive and not punitive.
Concentrate on preventing misconduct and not onosmg penalties. It should be
explained to the employees the reason for the rectiaken against them and suggestions
also made as to how such penalties can be avaidetiire.

Types of Penalties for Misconduct/Indiscipline

For not following the standards of behaviour/codlee@nduct in an organization, there are two
kinds of penalties categorized as-

a. Major penalties- This includes demotion, dismissafnsfer, discharge, withholding
increments, etc.
b. Minor penalties- This includes oral warning, wnitt&arning, fines, loss of privileges, etc.

3.3 Employee Grievance — Effective Ways of HandBrgevance

Grievance may be any genuine or imaginary feelihglissatisfaction oinjustice which ai
employee experiences about his job and it's natalmut the management policies
procedures. It must be expressed by the employgdm@ught to the notice of the managen
and the organization. Grievances take the fornobtiéctive disputes when they are not resol
Also they will then lower the morale and efficienof the employees. Unattended grievar
result in frustration, dissatisfaction, low produity, lack of interest in work, absenteeism, etc
short, grievancerages when employees’ expectations are not fulfiffem the organization as
result of which a feeling of discontentment andsdisfaction arises. This dissatisfaction n
crop up from employment issues and not from peldssaes.

Grievance may result from the following factors-

a. Improper working conditions such as strict produttstandards, unsafe workplace,
relation with managers, etc.

b. Irrational management policies such as overtimandfiers, demotions, inappropri
salary structure, etc.

c. Violation of organizational rules and practices

The manager should immediately identify all grieses and must take appropriate steps to
eliminate the causes of such grievances so thartipoyees remain loyal and committed to their
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work. Effective grievance management is an esdep#at of personnel management. The
managers should adopt the following approach toagamrievance effectively-

1. Quick action- As soon as the grievance arisesiatksl be identified and resolved. Training
must be given to the managers to effectively antely manage a grievance. This will
lower the detrimental effects of grievance on thpleyees and their performance.

2. Acknowledging grievance- The manager must acknogdettie grievance put forward by
the employee as manifestation of true and real ingel of the employees.
Acknowledgement by the manager implies that the agan is eager to look into the
complaint impartially and without any bias. Thidlwreate a conducive work environment
with instances of grievance reduced.

3. Gathering facts— The managers should gather apptepand sufficient facts explaining
the grievance’s nature. A record of such facts rbestnaintained so that these can be used
in later stage of grievance redressal.

4. Examining the causes of grievance- The actual cafiggievance should be identified.
Accordingly remedial actions should be taken tospne repetition of the grievance.

5. Decisioning- After identifying the causes of grieca, alternative course of actions should
be thought of to manage the grievance. The effeeoh course of action on the existing
and future management policies and procedure shbaldanalyzed and accordingly
decision should be taken by the manager.

6. Execution and review- The manager should execeteldeision quickly, ignoring the fact,
that it may or may not hurt the employees concerAdigr implementing the decision, a
follow-up must be there to ensure that the griegahas been resolved completely and
adequately.

An effective grievance procedure ensures an amiabl& environment because it redresses the
grievance to mutual satisfaction of both the emgésy and the managers. It also helps the
management to frame policies and procedures aditefitathe employees. It becomes an effective
medium for the employees to express their feelingscontent and dissatisfaction openly and
formally.

3.4 Employee Stress — Strategies for managingssatesorkplace
3.4.1 What is Stress?

Employees stress is a growing concern for organizattoday. Stress can be defined as a lively
circumstance in which people face constraints, dppdies, or loss of something they desire and
for which the consequence is both unpredictabelsas crucial. Stress is the response of people
to the unreasonable/excessive pressure or demgm=dmn them. Stress is not always negative.
It may also bring out the best in individuals ahés. It may induce an individual to discover
innovative and smarter way of doing things. Thisifpee dimension of stress is called as enstress.
But usually, the term stress has a negative imjpdicaand this negative aspect of stress is called
distress. For instance - When a subordinate isskadaor warned by his superior about a bad job.
We can say that “Stress causes some people to, lamedlother to break records.”

3.4.2 Symptoms of Stress

Some of the symptoms of stress at workplace afellas/s-
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- Absenteeism, escaping from work responsibilitiesyiag late, leaving early, etc.

+ Deterioration in work performance, more of erroorg work, memory loss, etc.

- Cribbing, over-reacting, arguing, getting irritat@xiety, etc.

- Deteriorating health, more of accidents, etc.

- Improper eating habits (over-eating or under-edtimxcessive smoking and drinking,
sleeplessness, etc.

It is thus very essential to have effective sti@smagement strategies in an organization so that
the detrimental repercussions of stress on the areps as well as their performance can be
reduced and controlled.

3.4.3 Sources/Causes of Stress

The factors leading to stress among individual caléed stressors. Some of the factors/stressors
acting on employees are-

1. Organizational factors- With the growth in orgami@aal stress and complexity, there is
increase in organizational factors also which caisess among employees. Some of such
factors are-

Discrimination in pay/salary structure

Strict rules and regulations

Ineffective communication

Peer pressure

Goals conflicts/goals ambiguity

More of centralized and formal organization struetu

Less promotional opportunities

Lack of employees patrticipation in decision-making

i. Excessive control over the employees by the masager

2. Individual factors- There are various expectatiomsich the family members, peer,
superior and subordinates have from the employa&rE to understand such expectations
or to convey such expectations lead to role ambjfoie conflict which in turn causes
employee stress. Other individual factors causitngss among employees are inherent
personality traits such as being impatient, agivessigid , feeling time pressure always,
etc. Similarly, the family issues, personal finahgroblems, sudden career changes all
lead to stress.

3. Job concerning factors- Certain factors relatepblbowhich cause stress among employees
are as follows-

a. Monotonous nature of job

b. Unsafe and unhealthy working conditions
c. Lack of confidentiality

d. Crowding

4. Extra-organizational factors- There are certainessoutside the organization which lead to
stress among employees. In today’s modern and ¢kudy savvy world, stress has
increased. Inflation, technological change, somaponsibilities and rapid social changes
are other extra-organizational factors causingstre

TS@mP o0 T
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3.4.4 Strategies for Managing Stress

Stress experienced by the employees in their jgbnegative impact on their health, performance
and their behaviour in the organization. Thus,sstreeeds to be managed effectively so as to set
off these harmful consequences. Strategies for giagatress are as follows-

Organizational Strategies

1. Encouraging more of organizational communicatiothwihe employees so that there is no
role ambiguity/conflict. Effective communication rcaalso change employee views.
Managers can use better signs and symbols whichcamaisinterpreted by the employees.

2. Encourage employees’ participation in decision-mgkirhis will reduce role stress.

3. Grant the employees greater independence, meahiamgfutimely feedback, and greater

responsibility.

The organizational goals should be realistic, sktimg and particular. The employees

must be given feedback on how well they are heattivwgrds these goals.

5. Encourage decentralization.

6. Have a fair and just distribution of incentives aadary structure.

7. Promote job rotation and job enrichment.

8

9.

1

»

. Create a just and safe working environment.
Have effective hiring and orientation procedure.
0. Appreciate the employees on accomplishing and elkecgeheir targets.

Individual Strategies

1. The employees should make a “to-do” list dailypgtize the acts in the list and plan the
acts accordingly. Take regular breaks during worketax themselves for a short time. By
effective time management, the employees can aeligir targets timely and can meet
work pressures and, thus, avoid stress.

2. Do hard work. Strive to achieve your goals but dbdo it to the detriment of your health
or care for the family.

3. Indulge in physical exercises. It helps in effeetiMood circulation, keeps you fit, diverts
mind from work pressures.

4. Encourage a healthy lifestyle. Take a regular siésve plenty of water, have healthy
eating habits. Promote relaxation techniques sughyaga, listening to music and
meditation.

5. The employees should have optimistic approach abmit work. They should avoid
connections with negative approach employees.

6. The employees should have emotional intelligencevakplace. They should have self-
awareness, self-confidence and self-control at plade.

7. The employees should build social support. Theyukhdave close connections with
trustworthy peer who can listen to their problems &oost their confidence level. This
social network will help the employees to overcastress.

8. Employee counselling is a very good strategy toraw@e employee stress. Through
counselling, employees can become aware of thengths and how to develop those
strengths; their weaknesses and how to eliminae;tland they can develop strategies for
changing their behaviour. Employees are also giwameer counselling which helps in
reducing their ambiguities with regard to career.

9. Find a way of having to release stress, such askicrg jokes, playing tennis, golf , etc.
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10.Do not remain pre-occupied with yourself. Turn ydocus outwards. Help others. This
will release some stress.

2.0 Summary

People related challenges were examined in this Hiow to achieve effective and productive

employee relations were considered. Also discussede the characteristics of a sound
disciplinary system and how to handle misconducgiridvance is noted to an on-going matter in
any organization and the unit identified a six stggproach to handle a grievance situation.
Sources of stress and coping strategies both ahdngdual and organizational levels were fully

considered in the unit

3.0 Conclusions

To get the best from its work force, organizatioiaaktors influencing employees’ relation must be
carefully tackled. In addition, an optimistic apach to strengthen disciplinary culture rooted on
shared norms of employees should be adopted. Atseffective grievance-redress system should
be there while stress management strategies shetftollowed in the organization.

6.0 Tutor Marked Assignment

What are the sources/causes of stress in the wack D Suggest a list of coping strategies both at
the individual and organizational levels.
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James A.F. Stoner, R. Edward Freeman, Daniel Re@ijlJr,Management (B Edition),
Prentice Hall of India, New Delhi, 2000.

Adamson, EveThe Everything Stress Management Book: PracticajdNa Relax, Be Healthy,
and Maintain Your Sanity (Everything Serieaflams Media, New York , 2001.
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Unit 12 - GROUP PROCESSES AND TEAM WORKING
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1.0 Introduction

The behavior of people in groups is an importanhadio of organizational behavior as it would
afford us an opportunity to understand their largeganizational set-up. This is because small
groups invariably gravitate into larger groups, asb because the smaller the group the more
manageable and therefore ensures more effectidg atueast cost. In this unit, we shall describe
group processes and team working. Characteristicsgroup and impact of teams on
organizational/individual effectiveness will be éqed. We shall also consider the meaning of
teams and stages of team development in addititimetoharacteristics of effective teams.

2.0 Objectives

After studying this unit, learners will be able to:

» Distinguish between a group, a team and a committee

* Know the relevance of groups, teams and committetrge work place
» |dentify the various stages in team developmentdnadacteristics

* Know the features of effective groups and teamsagdly to work situation

3.0 Main Content
3.1 Meaning of a Group

A group range from a small intimate associatiobwaf people in a room e.g. roommates, to large
ones and even more complex ones like politicaligegdr even countries. Group activities
however invariably afford individuals opportunitieSinteracting with other members of the group
in order to achieve group objectives and goalsopkehowever belong to different groups at the
same time because of the complexity of our society.

Definition

A popular definition is the one that emphasizes momality i.e. something is common to
members.

- Members share something in common

- A collection of individuals with shared perception

- Members sharing a common motivation or goal e.ghiigher wages or salaries
- Sharing of a common fate e.g. a basketball teaoth&dl team, debate team etc.
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One definition sees a group as two or more peratiosare interacting with one another in such a
manner that each person influences or is influetgegbch other person. Common sense would
however tell us that every single individual wh@gxminimal influence on each other or who talk
to each other do not necessarily constitute a geogpseveral individuals in an elevator or at & bu
stop; do not constitute a real group.

Small groups consist of at least two or more peyseimo must interact together in order to achieve
a certain goal or objective. Groups are therefotkections of people who have come together for
some purposes and who are aware of their interdigpee in achieving their set goals or purpose.

In Psychology, a group is a number of people whom:

@ interact with one another
(b)  Are psychologically aware of one another.

3.1 Characteristics of Groups

Some of the commonly stated characteristics ofgganclude common perception, common fate,
common goal, interdependence, interaction and azgaonal structure (i.e. norms and
procedures).

We can enumerate group characteristics as inclutimépliowing:

(1) Members are aware of each other and have some comgaction to each other.

(2)  Groups have mutually interdependent purpose in lwiie success of one member is
contingent on the success of the other in achietfiagyoal.

3) Each person in the group has a sense of belongimgembership i.e. identifying with other
members of the group.

(4) A group usually has high level of oral and inforrimdéraction.

(5) Behavior is based on norms and procedure acceptell imembers.

Whenever individuals with similar concerns, simitaotives, similar frustrations, similar personal

concerns for acceptance, for recognition, for $itabg their perception of themselves encounter

one another — a group emerges.

3.2 Impact Of Teams On Organizational/Individual Effectiveness
Organizational Effectiveness

1. Accomplishing task that could not be done by empésythemselves.

2. Bringing a number of skills and talents to beaccomplex/difficult task.

3. Providing a vehicle for decision making that pesmtultiple and conflicting views to be
aired and considered

4. Providing an efficient means of organizational cohof employee behavior.

5. Facilitating changes in organizational policieparcedure.

6 Increasing organizational stability by transmittispared beliefs and values to new
employees.

Individual Employee Effectiveness

1 Aiding in learning about the organization and isieonment

2 Aiding in learning about one-self.

3. Providing help in gaining new skills.

4. Obtaining valued rewards that are not accessibleniey

5. Satisfying important personal needs especially sié@dsocial acceptance and affiliation.
3.3 Group Cohesiveness
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This is defined as that group property which igiréd from the number and strength of mutual
positive attitudes among the members of a groumight be expected that the influence a group
will exert upon its members will be related to tuhesiveness of the group, that is, the greater the
cohesiveness the greater the influence.

The more the values of the group are shared, thie oahesive the group is likely to be.
Cohesiveness of the group will be greater if changeéhe membership of the group occur less or
not at all. A few new members may not be resistethiay even be welcomed by the present
members. However, the newcomers may sometimesahiaading of inferiority.

Cohesiveness of a group influences communicatiotienat and at the same time,
communications have some effect on cohesivenesanight be expected, a cohesive group is
more likely to arise in a situation calling for gmyative activity and is likely to be more effeetiv
in performance than is one where competition ocruesnally.

Highly cohesive groups have a tendency to strivedmsensus when they are choosing a decision
over another. Usually, such groups avoid argumeintgplify their problems and usually consider
very few alternatives.

Factors that increase or decrease group cohesiveses
Increase:

Agreement on group goals
Frequency of interaction
Personal attractiveness
Inter-group competition

: Favorable evaluation
Decrease:

arwnNPE

Disagreement over goals

Large group size

Unpleasant experiences

Intra-group competition

Domination by one or more members.
3.4 Group Problem Solving

One of the aspects of group functioning that hdtracted considerable interest over the years is
group problem solving. The basic question has kdether the product of the intellectual
functioning of a group is superior to that of indwals functioning separately.

Several studies have found a difference in fav@rotip problem solving because a greater variety
of ideas arose in that setting. Group problemisglincreased the number of alternatives
available and stimulated activity towards a typ&alution, identifying blind alleys that individwal
might not find themselves if they pursued the @ske.

Groups are obviously better equipped to accomplishe things, particularly those that require
teamwork and cooperation, but many other kind skdaare done better by individuals because
others would simply get in the way.

3.5 Team Development - Meaning, Stages and Formitag Effective Team

Teams are becoming a key tool for organizing wartoday’s corporate world. Teams have the

potential to immediately amass, organize, relocatd,disperse. But, teams are an effective tool of

employee motivation. It is essential to considerftict that teams develop and get mature over a
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period of time. Team development creates a captyatmosphere by encouraging co-operation,
teamwork, interdependence and by building trustragrieam members.

The four stages of team development are:
Stage 1: Forming

During this stage, group members may be anxiousadogdt wait-and-see attitude. They will be
formal towards each other. There would be no abksa of goals or expectations. Besides, they
may not be sure why they are there.

This is the stage where the team needs to writentscharter or mission statement as well as
clarify goals. The most important thing here ig th@als must have a personal buy-in.

By doing this the team will be able to establishitaries as well as determine what is expected.
Team members will get to know each other doing cmmfict laden task. This builds the
commitment towards one larger goal.

Thus, during the forming stage, the team membersngorocess of knowing each other and
getting at ease with them.

Stage 2: Storming

During this stage, team members are eager to gag.goonflict can arise as people tend to bring
different ideas of how to accomplish goals. At timse, they notice differences rather than
similarities. This leads to some members droppungneentally or physically.

At this stage, communication is important. Tensiaikincrease. So recognizing and publicly
acknowledging accomplishments also become importiaiécomes important to participate in
meetings and diversity needs to be valued.

Thus, during the storming stage, the team memlegi Ishowing their actual styles. They start
getting impatient. They try to probe into each otharea, leading to irritation and frustration.
Control becomes the key concern during this stage.

Stage 3: Norming

This stage is when people begin to recognize wayghich they are alike. They realize that they
are in this together. Hence, they tend to get rsoogal and may forget their focus in favour of
having a good time. This is the time to help witkirting if applicable. It becomes important to
encourage them in order to feel comfortable wittheather and with systems. Also, the group
needs to stay focused on goal.

Thus, during the norming stage, there is confestution. There is greater involvement of team
members. There is a greater “we” feeling rathen tifafeeling.

Stage 4: Performing
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This stage is when team members are trained, cemipeis well as able to do their own problem-
solving. At this time, ways need to be looked abider to challenge them as well as develop
them. The team is mature now. The members under#tair roles and responsibilities. They
would require more input in processes. The memetsd be self-motivated as well as self-
trained. Thus, their efforts need to be recogni&dwth has to be encouraged. This is done by
giving new challenges to the team.

Thus, teams at the stage of performing are selffrolting, practical, loyal as well as productive.
Focus is there on both performance as well as ptamu

Forming an Effective Team

This is the general approach to forming a successitk team. But not all will take the same
steps as discussed above. Success is usually hongaéting all of the steps just discussed. We
have a tendency to want to surround ourselves pdgtple who are just like us. In case you get to
choose a team, instead of organizing a pre-formaahtthen you’ll look for a team of people with
a variety of strengths. In case of a team tharé&ady in place, organizing can be more subtle.
Like, all the workgroups can be called togethesrigler to discuss what goals you want to
accomplish and how everybody can help.

You will also find that imposing goals on peopleedo’'t work nearly as well as having them tell
you as to what goals they will strive for. But s&tgoals is not easy work. Too often they end up
in being too unrealistic, too vague, impossiblet@asure, or just stretching into eternity without
any deadline.

3.6 Characteristics of a Good/Effective Team

Success in the workplace depends on your abilibuttol a team, as well as to interact with others
on that team. Together, people are able to accemplhat one person alone can not. This is
known as synergy.

Following are the characteristics of a Good/Effectie team:

= Aclear, elevating goal:This is a goal which has been communicated to all.

= A results-driven structure: The goal has been jointly decided by all the tea@mbers.
They are fully committed towards achieving it.

= Competent members:Each team member has the required skill set iardalachieve the
team objectives.

= Unified commitment: There is nothing happening in silos. With the ltoanmitment
from team members, achieving organizational goat®ines easier.

= A collaborative climate: Commitment from team members and a good leadelshis to
a collaborative team with a productive work envirant.

= Standards of excellenceQuality orientation is vital to the success of anganization.

= External support and recognition: Appreciation as well as appraisal is requiredderk
the morale of the team high.

= Principled leadership: Leadership defines a team. An able-bodied leagecstm chart the
team’s path to success.

= Each team member participates actively and positinemeetings as well as projects. This
shows a person’s commitment as well as understgridimards a project.
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= Team goals are clearly understood by allCommunication is vital for achieving
successful completion of any project.

= Individual members have thought about creativetgwnig to the team’s problem. Thinking
out of the box is vital in today’s economic sceaari

= Members are listened to carefully as well as gad¢houghtful feedback. Listening is an
important skill for any team. Each team membemigartant. The thoughts and ideas of
each team member have to be listened to, with cgspe matter how silly they may sound
at first.

= Everyone takes the initiative in order to get tsinigne. There is no concept of passing the
buck. This is an indication of clear communicatieading to understanding of individual
responsibilities.

= Each team member trusts the judgment of othersMutual trust and respect is highly
important for the team. This is the only way toiagk the organization goals.

= The team has to be willing to take risksRisk taking is an attitude which comes with
confidence. Confidence on yourself as well as entélam, besides the ability to face all
consequences.

= Everyone has to be supportive of the project at agedf others. A team is one unit. Unless
these cohesive forces are there, the team willmsyable to work efficiently enough.

= There is ample communication between the team membe

= Team decisions are made by using organized asagétigical methods.

= Dissenting opinions are never ignoredtn fact, they are always recorded in order to be
revisited in case the future situations dictate so.

= Teams are given realistic deadlinesExternal support as well as aid is vital to thecass
of any team.

An efficient team needs support from both insidé autside. It needs to meet the individual needs
of its members in order to achieve the organizé&igoals.

3.7 Committees

In today’s organization, the committee is highlgalissed and utilized. It is, therefore, very
difficult to discuss group dynamics and work graughout examining committees. Committees
are used in the accomplishment of organizationalsgand sub-goals. The use of committees also
cut across both small and large organization. Hewthe use of committees seem to be directly
related to the size of the organization so thatdhger the organization, the more its use.

Essentially, a committee comprises of a numbereopfe (a group) that often function collectively
for a common goal to which they are committed. Wgua committee is set up to accomplish
some objectives. They may, therefore, work asmte commission, a board, or a task force and
they exist in virtually all types of organizatioqeerforming different functions.

Potential Benefits of Committees

(1) A cumulative wealth of knowledge and experiencelmaibrought to bear on complex task.

(2) It may help to reduce conflict and enhance coopmeraand team spirit among different
operational unit of the same organization.

3) Members often derive a lot of satisfaction from tham spirit. It may, therefore, increase
member morale, commitment and motivation by vid@éheir participation, which is often
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viewed as a contribution to the accomplishmenhefdoal of the committee in particular,
and the entire organization at large.

4) Members of committees can also learn from one @amah they contribute to committee
assignments.

Potential setbacks of Committees

(1) It may be time consuming and slow down the movent@imrganizational goal attainment
if not properly handled.

(2) Related to the first point is the issue of costm@uottee work can be very expensive.

3) It shields individuals from taking and acceptingpensibility and blame, creating a
situation of “everybody is responsible, hence nghisdjuilty”.

3.8 Cooperation And Competition

Cooperation simply refers to working together fartoally acceptable goals. It may involve
merely participating in a set of mutually understoole behavior. In competition individuals try
to secure a greater than equal share of the reavaithble to members of the group.

Much of what we accomplish as individuals and geodepends on our ability to get others to
work with us on common tasks and for mutually atalele goals. This is true of all levels of
group functioning, irrespective of whether the greare centralized or decentralized or whether
they are working on simple or complex tasks. Wéigpervisors talk about getting cooperation
from their subordinates, they usually mean compkaand obedience.

On the affective outcomes of group interactioneaesh presents mixed results. One study with
members of discussion groups found that members batter satisfied and liked one another
better when rewards were shared equally (conduoigeoperation) than when rewards were
given out individually (conductive to competitionflowever, another study with Army combat
engineering squads in training showed that monadepsychological adjustment were improved
when competition was introduced.

In real life situation, where production is a facmployees often resent attempts to introduce
competition into the work situation and will harassrkers who do so.

Coalitions

When there is a division in a group, coalition fernCoalition forms in a situation in which two or
more person think they can achieve greater rewrdsgh joint action than can either of them
acting alone.

Coalition occurs when, viz.:

(@) three or more persons are involved in a group
(b)  Two or more act as a unit against at least one othe
(c) The joint action produces a result superior to @sylt possible by individual action.

Coalition occurs in many groups like children greugovernment agencies, private
establishments, university communities’ etc.

Interdependence that must exist for organizatidnimotion and excel could also be a major
problem for the organization. Hence, interdependeneans that there is a potential for both
conflict and cooperation. Conflict because thelgjaad values within each of the interacting

126



organizational unit may not be consonant. Coopmratnd coalition because organizational
participants are used to working with and throutitecs in order to get things done.

3.9 Weaknesses of Groups

The fundamental decision that must be made witbggas not whether to have them but how to
make the best use of them. The weaknesses ofgfallijnto three major categories:

(1) Slowness of decisions may characterize group &esvi It may also be expensive when
compared to individuals.

(2) Leads to conformity and compromise. This is tmelémcy of the group to bring individual
thinking in line with the average quality of theogp’s thinking. It is called leveling effect
or group thinks.

(3)  Group decisions dilute and thin out responsibilifyhey also give the individual members
a chance to shirk responsibility especially if theividual did not support the decision.

4.0 Summary

Unit 12 looked at group processes and team workirexamined the meaning, characteristics and
impacts of group and teams on organizational addvioual effectiveness. The stages of team
development, characteristics of effective team=ve¢so discussed. In the unit, we also considered
group cohesiveness, group problem solving and elevaince of cooperation and competition in
group work. Finally, the weaknesses of group waykirere considered.

5.0 Summary

The behavior of people in groups is an importamhdio of organizational behavior as it affords
an opportunity to understand the larger organinalicet-up. Small groups invariably graduate
into larger groups, and in addition smaller groaps more manageable for effectiveness. Groups
and teams exhibit different characteristics wittiedent impacts. Managers should keep abreast of
theses of group and impact of teams on organizalfiadividual effectiveness will be explored. It
must also be realized that efficient team neegpat from both inside and outside and it needs to
meet the individual needs of its members in ordexchieve the organization’s goals.

6.0 Tutor Mark Assignment

Discuss the characteristics of a group. List thetoid that increase or decrease group
cohesiveness. Identify the stages of team developamsl features of effective teams

7.0 References
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1.0 Introduction

An important ingredient to successful living is aommication. No organization and indeed
individual can be effective without getting meaningm what is said or conveyed. In this unit, the
meaning, importance and purposes of communicatidinbe discussed. We shall look at the
process of communication and also forms, directioth methods of communication. We shall also
examine the barriers to effective communication suggest what to do to avoid such.

2.0 Objective

After studying this unit, learners will be able to:

» Understand the meaning of effective communication

» |dentify the communication process

» State the purposes of communication

» |dentify the forms, direction, and methods of conmication

» Know the barriers to effective communication tHat@d be avoided.

3.0 Main Content

3.1 What is Communication?

Communication is the process of transmitting infation and meaning from one person to another
with the message being understood by the recdiviiterefore covers any type of behaviour that
involves exchange of meaning.

3.1 Communication Theory

Organisations can not operate without communicat@mmmunication can take various forms but
all forms involve the transfer of information fromme party to the other. In order for the transfer o
information to qualify as communication, the reeiti must understand the meaning of the
information transferred to them. If the recipienbed not understand the meaning of the
information conveyed to them, communication hastaken place.

Communication is the life source of organisatioesause organisations involve people. People
cannot interact with each other without communaratiin the absence of communication,
everything would grind to a halt. For example;

The workers in an organisation would not know thgaaisation’s objectives so they would not
strive to achieve the organisation’s objectives.
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« The workers in an organisation would not know wih&ir roles and responsibilities were,
so they would not be able to carry out their dealsks and duties.

« The managers would not be able to train their warkeports so the workers would not
possess the skills they needed to carry out thbs.

- The managers would not be able to inform workershainges

« The organisation would not be aware of their comprstactivities

On the whole people are able to communicate with egher as this is a basic human function.
However successful organisations strive not onfycommunication but effective communication.

3.2 Purpose of Effective Communication in Organisabn

Managers need to be effective communicators teeaehpositive results in today’s organisations.

Some of the purposes are —

» Seeking or receiving information, encouragememfrod, selling proposals, confrontation.

» Talking to different levels within the hierarchyte-individuals, to groups, to departments —
and externally to customers, suppliers, vendord,adiner professionals.

» Using both formal communication - Meetings, repgot®posals, notices; and

» Informal communication - counseling, advising, tatkto other employees.

» Working in different roles: as Chairman, projecder, analyst, subordinate, and colleague.

» Evaluating communications: are they facts, opinigassip?

* Building up networks to obtain real information whimay be given freely or concealed —
which means you need to ask the right questionslseryou will find yourself drowned in data
but starved of information.

» Trying to influence those over whom you have no @ow

3.3 Organisational Communication

Organisational communication can be External Comoation and Internal Communication.
Internal Communication is within the organisatiomhereas, External Communication is the
communication with the external stakeholders ofdiganisation. The importance and the purpose
of the communication in organisation has been exgthabove.

Communication in organizations uses two basic chlna formal and informal. Both are
important and both carry messages — sometimesorein§ and sometimes conflicting —
throughout the organisation.

Formal channels are ones which have been set upebprganisation. Messages flow in three
directions : downwards, upwards and sideways . ddvwnward message consists primarily of
information which is necessary for any staff torgawut their work, such as policies and
procedures, orders and requests which are passed the appropriate level in the hierarchy.
Upward messages are reports, requests, opiniongplamts. Sideways messages are between
different departments, functions or people at tiraeslevel in the organisation.

There tend to be strict rules about the use ofetlfieamal channels. For communication to be
effective, all three channels need to be open abtbuked at all times. The upward channel is the
one which blocks most easily, and when this happems an indicator that an organisation’s

policies, procedures and employee relations neéeé teviewed.
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Informal Channels spring up by virtue of commorerissts between people in the organisation —
these interests may be caused by work, social tsidaurelationships. The grapevine is very

powerful channel. It has been estimated that manageeive over half the information they need

for planning purposes through the grapevine. Itssages may frequently be distorted, but they
often carry more credibility than those coming frahe formal channels. Informal channels

become the only means of communication when th@dbrchannels become blocked or broken
down.

3.3 InterpersonaCommunication

This is defined as communication between two orempeople and involves the transfer of
information (or message) from one person to ther@sh. The person transferring the information
is called the sender or transmitter. The peopleivewy the message are known as receivers. The
transmitter will need to send the information irfaamat that the receiver(s) will understand.
Converting the information into a format that tleeeivers will understand is known as Encoding.

Messages can be encoded into a variety of formats written or visual. After encoding the
message is transferred via a medium called a chafloneexample a letter, fax, phone call, or e-
mail. After transference the information will netedbe interpreted by the receiver. This process of
interpretation is known as decoding. Finally theereer will send a message back to the
transmitter confirming whether the information sémats been understood. This back check is
known as feedback.

The communication process involves seven key el&vamillustrated in the diagram below.

Sender »| Encoding +—» Message R
"| Decoding —»| Receiver
4 Media
<+— | NOISE —>
Feedback p Sender v

3.4Internal & External Communication
3.4.1 Internal/Organisational Communication

This is communication that takes place within (@ioas) an organisation. In addition to the usual
face to face, telephone, fax or mail; modern org@ions may use technology to communicate
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internally. Technology may be used for e-mails bnked internal communication system such as
the intranet which is an internet system desigmdelysfor use by those working for the
organisation.

3.4.2 External communications

Conversely external communication is communicalietween the organisation and those outside
the organisation. Modern organisations may desghrtological systems so that they can
communicate with customers and undertake e-Commalenatively they communicate with
other businessess through the internet or simyistesns and undertake e-Business.

3.4.3 Functions of Internal and External Communicaibns;
Technology has rapidly expanded the types of ialeand external communication available to
organisations. The diagram illustrates the vastyaof internal and external communication

available.

Combined together internal and external types afroanications allow various sectors of the
local, national and international community to ratg, liaise and conduct business.

External Communication

e Letters Internal Communication
* Fax * Team briefings

» Direct Mail < » ¢ Notices

* Internet * Reports

* Video *  Memos

e Telephone < » ¢ Facetoface

* Advertising *  Email

e Websites

3.5 Formal and Informal Communications

Formal communication is defined as communicationictvhoccurs through the official
organisational channels or is undertaken by an @yepl to do their job. For example official
meetings, letters and a manager asking an emphkayearry out a particular task. Conversely
informal communication is that which occurs outsitie recognised communication networks
such as talking in the lunchroom or hallways betwemployees. Informal communication can be
productive or negative. It has the potential toldueams, improve working relationships and
generate ideas as employees are in a relaxed emerd.
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3.6 Upward and Downward Communications

Downward communication is communication createdliogctors and managers and passed down
the hierarchy of workers in the organisation. ladttional organisations this is the preferred
method of communication ie Managers decide whastiséems, rules and procedures will be and
then they pass these down to employees they marafjsupervise. Downward Communication
can increase efficiency by synchronising organsedi procedures and can ensure that everybody
is working towards the same overall aims and ohjest Types of downward communication
include job descriptions, appraisals/evaluationganisational policy, and organisational systems.

Although there are advantages to downward commtioicaorganisations have began to
encourage upward communication. This is commurnatvhich originates at the lower level of
the employment hierarchy and is then communicatpd through the line. Organisations
encouraging upward communication believe that éxaty is capable of generating thoughts and
ideas which may help the organisation to progrpagjcularly when they are working closely in
the area that the idea applies to. Upward commtiaitanay increase motivation and make
employees feel valued and respected whilst enalpiagagers to understand how employees are
feeling. Furthermore if problems occur at a patticiarea they are more likely to be identified
earlier by those working closely in the area thytoccur. Types of upward communications
include suggestion schemes, feedback forums/survgyevance procedures and employee-
manager discussions.

3.7 Lateral Communication

This is communication that occurs between employgethe same level in the organisation. As
this can involve decision making it can createcedficy as employees do not have to wait for
managerial approval. On the other hand if the manegnot kept informed or if the manager fails
to set boundaries this may constitute potentiatéorflict.

3.8 Communication can take the following forms:
€)) Giving instruction

(b) Giving or receiving information

(c) Exchanging ideas

(d)  Announcing plans and strategies

(e) A comparison of actual result against a plan
)] Laying down rules or procedures

(9) Job description, organization chart

3.8 Direction of Communication

(& Vertical

(b) Downwards i.e. Superior to Subordinate

(c) Upwards i.e. Subordinate to Superior

(d) Horizontal or Lateral i.e. between people of tlaene rank in the same section or in
different sections

3.10 Communication Methods

€)) Face-to-face Communication:
(2) Formal Meeting (2) Interviews (3) Informal Cont&4} Grape vine
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(b) Oral Communication
(1) Telephone (2) Public Address System

(c) Written Communication
(1) Letters (2) Memos (3) Reports (4) Forms (5) NoBwmards (6) House Journals, Bulleting
etc. (7) Organization Manual/handbook.

(d) Visual Communication
(1) Charts (2) Films & Slides (3) Computers

3.11 Barriers of Effective Communication

(1) Personal barriers — these are barriers arising from difference irciap racial or
educational backgrounds compounded by age diffesgramd personality differences They
have to do with emotion, values, poor listening eand they occur in the work situation.
They could be very severe, for example: working€lperson with comprehensive school
background versus upper class background with paloid little school education a young
person versus much older person on the same gtatus organization.

(2) Physical barriers— these occur in the environment in which commurooatakes place
e.g. noise and distance between people.

3) Lack of planning — inadequate or no planning at all can make comeation more
difficult and ineffective.

4) Semantic barriers— this arises from limitation in symbols which wenumunicate i.e.
words, pictures and even actions can be misintegre

(5) Non-verbal communication these can be misunderstood and misinterpretezpl®¢end
to believe more in action than words. When norbaksigns contradict verbal messages,
the truth of the communication is in doubt.

(6) Lack of trust— e.g. a subordinate distrusting his superior ao#tihg for hidden meaning
in whatever he is told.

(7 Distortion or Omissionof information by sender.
(8) Overload —i.e. too much information.
(9) Perceptual biadyy the receiver of the information - a person rhagr what he wants to be

told. Etc

3.12 Overcoming the Barriers

@ By conducting communication in a conductive envinemt devoid of noise and by proper
timing to get the best attention of the receiver.

(b)  Good planning — all elements of the communicatiochsas message, channel, audience,
timing must be thoroughly planned.
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(c) Semantic problems can be reduced by reinforcinglsvarith gestures and clarifying ideas
before communication. Avoid the language barri&ctions should also not contradict the
communication.

(d) Face-to-face communication should be preferred wimenverbal communication is likely
to be a source of barrier. This mode offers instaad-backs and timely reinforcement of
ideas.

(e)  Control emotion and communicate rationally becagstion can cloud and distort the
real meaning of communication intended.

® Listen actively; this would help in the search fieeaning.

4.0 Summary

This unit has examined the meaning, purposes aawnetis of communication in an organization.
The various forms of communication and methods was® enumerated. The unit further
discussed the barriers to effective communicatimhwahat to do to avoid noise in communication.

5.0 Conclusion

Communication becomes effective when the messagesirtritted is received and understood by
the receiver. That is, the actual words and mepmitended is passed across. The receiver should
not only understand the message but must also leet@lact on it. Removal of noise and other
forms of barriers (obstacles) is also importanthsd the communication is effective.

6.0 Tutor Marked Assignment

What is the need for effective communication inoaganization? Enumerate the various forms
and methods of communication that are relevantotar yrganization. What are the factors that
can frustrate effective communication in your origation?
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1.0 Introduction

The valuable resource time affects the way we useother resources. It is the only resource
which we all have equally. Once used, it is gamrevfer, and unlike many of our resources, time
cannot be stored or hoarded. What this means ismba@annot manage time in the sense that we
manage money. Time management is self-managemeanading oneself is like managing
anything else. It involves certain skills - Plamgpi Organizing, Implementing and Controlling.
This unit examines the concept of time managemedtits importance. Furthermore, it looks at
the elements of time wasters and how to effectivedyage time.

2.0 Objectives
* At the end of this unit, learners will be able to:
» Explain the real meaning of time management
» Specifically discuss benefits of time management
* |dentify time stealers — time wasters
» Define strategies for effective time management
3.0 Main Content
3.1 What is Time Management?

Time Management means efficient use of our resgyiicesuch a way that we are effective in
achieving important personal and organizationalggoa

Ability for successful time-management is a stréagfor for successful management. Curiously,
the pre-conditions for effective time-managemeriitaised on:

1. Creating good personal habits and routines;

2. Exercising a strict sense of economy with the scared valuable commodity — time and
valuation principles;

3. Strict personal discipline.

3.2 Importance of Time Management

Time management is a set of principles, practiskifls, tools, and systems that help you use your
time to accomplish what you want.
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Why Is Time Management Important?

Here are the top reasons why time managementgseat importance to your personal and career
success:

1. Time is limited. Time is a very special resource in that you camstate it or save it for later.
Everyone gets the exact same amount of time eadheaery day. If you don't use your time
wisely, you can never get it back.

2. Time is scarceMost people feel like they have too much to do aatlenough time. Lack of
time is blamed for everything from not getting egbiexercise, poor finances, unachieved goals,
too much stress, bad relationships, and even aulfiliefl life. Time management helps you use
the time that you do have in better ways.

3. You need time to get what you want out of lifeYou need time to do almost anything
worthwhile in life. Waiting for more free time islaosing game that almost never results in getting
time for what you want. You need to learn how takenéime for the things that are important to
you. Even if you can only afford to give a smallamt of time each week to your goals, you'd be
surprised at how much progress you can make.

4. You can accomplish more with less effortWhen you become more productive using
improved time management skills and tools, you @escomplish more with less effort. Reducing
wasted time and effort gives you even more proglactime throughout the day. Both of these
allow you to make time for a wide range of acteastithat bring more balance and fulfillment to
your life.

5. Too many choicesin this day and age, there are so many ways yowspand your time that
you need some sort of plan to make intelligent oési

Time management helps you make conscious choicgselscan spendiore of your time doing
things that are important and valuable to you.

3.3 Principles of Effective Time Management

Successful people have the need to achieve effigiesith their time. Effective time management

does not come naturally for many of us, but to dweprking ridiculous hours and to greatly

increase the chances of success in businessait &rea that needs attention. While working to
improve the effectiveness of my time is an on-ggmgney for me, | have learned some things
along the way that | think may be helpful to othdrsis article is written with freelance designers
in mind, but the basic principles apply to manyestsituations as well.

. Respect and Value Your Time

. Have a Plan for Your Time

. Be Goal-Oriented

. Set Deadlines

. Have a Set Ending Time

. Don’t Try to Overwork Yourself

. Form Good Habits

. Have an Activity for Stress Release

O~NO U~ WNPEF
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9. Know Where Your Time is going
10. Group Tasks Together

11. Prioritize Organization

12. Take Quick Breaks

3.4 Time Wasters

3.4.1 A List of Choices

absenteeism
absentmindedness
accidents

administrative tasks

always reacting

arguments

attempting too much
avoidance

being overwhelmed

being tied to the phone
breakdowns

burnout

calls to friends

changing priorities

children

clutter

conflict

conflicting priorities
continuous open door policy
crises from lack of planning
defective software and equipment
disorganized boss or partner
disorganized office or workplace
distractions

doing other people's jobs
doing too many things
doubt

drop-in visitors
eating/snacking
emergencies

equipment failure

excessive daydreaming
television

excuses

failure to delegate

failure to listen

fatigue

fire fighting

getting stuck in emotions

looking for things

losing things

low company morale
meetings - ineffective
meetings - too long

meetings - too many, unnecessary
menial tasks

messy environment

mistakes

negative thinking
newspapers

no-shows

not enough time

not learning lessons

outside activities
over-analysis

over-planning

paper shuffling

paperwork

peer/staff demands
perfectionism

personal disorganization
pets

poor attitude

poor communication

poor decision making

poor delegation

poor filing system

poor focus and concentration
poor information management
poor planning

poor skills, training

poor time management
postponed decisions

prefer to "do it myself"
preoccupation
procrastination

reading rather than skimming
reading unnecessary material
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gossip

headaches

housework

inability to act

inability to say "no"
inbox

indecision

ineffective software
ineffective tools and equipment
inefficiency

inefficiency of others
inefficient equipment
inefficient filing
interoffice travel
interruptions

junk mail and e-mail
lack of authority

lack of deadlines

lack of direction and objectives
lack of internal support
lack of knowledge

lack of priorities

lack of response

lack of self-discipline
leaving tasks unfinished
long coffee breaks
long-winded callers

red tape

redoing something
reluctance to delegate
repeated handling of correspondence
revised deadlines
running errands
scattered mind
scattered resources
shopping

sickness

slow reading
socializing

spreading yourself too thin
staffing issues

stress

telephone interruptions
too much work to do
travel time

unclear job description
unclear purpose
unnecessary meetings
unplanned projects
unprotected prime time
untrained staff

writer's block

writing minutes

3.4.2 Time Wasters In The Office: How To Avoid GesTime Management Killers

There are many time wasters that contribute to pow management and might lead you to wish
you had more hours in the day to complete your work

The truth is that there are a few classic time aragplus a few relatively new ones that help to sap
your time and prevent you from having a producteas:

1. Visits from your coworkers. Having coworkers pom into your office or to your cubicle to
talk can be one of the worst time wasters becaasemy does it take up your time, you might be
hesitant to ask them to leave so you can get soark done. If you have a door that you can
close, do so. People should get the message thaeymusy. Otherwise, try to find a quiet place
such as a meeting room where you can be alonesfinehdisturbed.

2. Making and receiving phone calls. Another clagsine waster is making and receiving
personal phone calls. If you have caller ID, yon aae it to screen calls and let certain callsogo t
voice mail so that you can handle them later. ifi fimd that phone calls are hurting your time
management, try to block out time when you make racdive phone calls if this is possible, so
that you are not simply answering the phone everg tt rings.

3. Leaving your desk. Leaving your desk for onesomaor another often leads you to get
distracted especially if you run into people thairtstalking to you and steering you away from
doing your work. Certainly if you are a smoker and downstairs several times per day to have a
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smoke, you're probably wasting upwards of an heurday or more when you consider the travel
time, smoking time, talking time and then the timeolved to remember what work you were
doing when you left your desk each time you goafsmoke.

4. Email. One of the new classic time wasters, isgnand receiving emails can certainly be a big
time waster. Like receiving phone calls, respondmgmails the moment they arrive can help to
decrease your time management if you allow youriletoaule you. As with your phone, you
might decide to only send and respond to emaiteiain times.

5. Internet. Like email, Internet usage (persorsdge specifically) can be a big time waster.
Actually, work-related Internet usage can be atbige waster too. Use common sense here.
Wasting time using the Internet probably just meyms have to end up staying late at work or
bringing work home that you could otherwise do@hk.

3.5 Time Management Techniques

Identify Your Time Wasters

1. Self Generated
* Disorganization
 Procrastination
 Social Interaction
» Acceptance
 Perfectionism
 Risk Avoidance
2. Environmental

* Visitors

» Telephone Calls
* Mail, Email

» Unproductive Meetings
* Crises

Set Priorities

1. List things that need to be done

2. Assign a priority to each item

3. Use the ABC Method: A = Must do, B = Should @os Nice to do
4. Devote your primary attention to your A’s

5. Remember, priorities can change over time sp Keelist flexible
6. Use Judgment, Relativity and Timing as critéoiayour priorities

Set Limits on your Time

1. Activities

* Only check email at a designated time (turn ofification)

* Discontinue low priority activities

2. Interactions

* ‘| can take care of that, but what I'm doing riglow will be delayed. Is your request more
important?

* ‘I'll be glad to handle that for you. Howevercan't get to it until | finish what I’'m doing. That
will be...’

* ‘I'm sorry, | just can’t do it. Have you considet asking...’
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Make Plans

» Weekly plans

* Daily plans

 An action-planning worksheet
* A milestone chart

* A master calendar

Plan for your Prime Time

If possible plan activities that require concemntraiand creativity for when you have the most
energy — your ‘prime time’.

Other Tips
» Handle each piece of paper only once

* Continually ask, “What is the best use of my tingdt now?” And DO IT!

3.6 Remedy to lack of time consciousness

1. Know your job, and know your goals and targets

2. Everyday, set out an order of priority — what youstndo, starting from the number one to

the last

Do not be diverted from your priorities

Cut down courtesy calls during work

Be officious for time’s sake

If you have low energy, take up the assignment wyar body releases more energy,

maybe at night (you could write the paper at night)

Do not mix pleasure with work, or social calls wirvice

If need be, remove yourself physically from disti@t

Avoid interruption, procrastination, irritation, @rdistractions. Drive to achieve your

target.

10. Do not indulge in long-drawn out meetings, holdiothers captive in the Conference
Room.

11. Plan those meetings before — hand, and know witéidas you want to be reached.

12. Do not waste the time of your Managers

13. Do not keep people waiting, talking indefinitely ¢time telephone, especially, on social,
non-work related matters

14.  Be planful, achievement-oriented, and you will he tnaster of time, and not a victim of
time

o gk w
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4.0 Summary

This unit touched on one of the most valuable resothat affects the way we use other resources
— time. It is available to all but badly managedrhgny. Consequently, the unit examined the
meaning and importance of time. It also considénedorinciples of effective time management. A
long list of time wasters was generated in the tmitreate awareness on the menace of time
wasters. The unit concluded by identifying remeatylick of time consciousness.

5.0 Conclusion

Haven gone through this unit, it can be safely iaéd effective management of time is critical to
success in all areas of life. Managers should tbexg¢ake on the additional burden of training
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their subordinates on strategies for effective tmaagement. If done well and imbibed, it will
enhance both organizational and individual effestess and productivity.

6.0 Tutor Marked assignment

List the importance and principles of effective éimanagement. Identify at least twenty (20) time
wasters common in your organization and what cathdoe to curtail them.

7.0 References
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1.0 Introduction

This unit examines one of the management technidpa¢snade much waves in the 1980’s. Itis a
strategy that focuses on customers as the maimaetnt of success or otherwise of business.
This unit examines the meaning, principles andireqments for implementation of Total Quality
Management. The reasons for implementing Total iQudlanagement and the associated
benefits shall be considered.

2.0 Objectives
At the end of this unit, learners will be able to:

» Define Total Quality Management as a businessegjyat

» Trace the origin of Total Quality Management

» Gain a good understanding of the principles undiexdj successful implementation of Total
Quality Management

» |dentify pitfalls and benefits of Total Quality Magement implementation

3.0 Main Content
3.1 TOTAL QUALITY MANAGEMENT (TQM)

Total quality management (TQM) refers to managenmmeathods used to enhance quality and
productivity in organizations, particularly busises. TQM is a comprehensive system approach
that works horizontally across an organization,olwing all departments and employees and
extending backward and forward to include both $§appand clients/customers.

TQM is only one of many acronyms used to label mgangent systems that focus on quality.
Other acronyms that have been used to describdasimiality management philosophies and
programs include CQI (continuous quality improvehe8QC (statisticatjuality control), QFD
(quality function deployment), QIDW (quality in diiwork), and TQC (total quality control).
Despite the ambiguity of the popularized term "TQMhat acronym is less important than the
substance of the management ideology that undeilieSQM provides a framework for
implementing effective quality and productivity tiatives that can increase the profitability and
competitiveness of organizations.

3.1.1 Origins of TQM
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Although TQM techniques were adopted prior to WAoAdr Il by a number of organizations, the
creation of the total quality management philosophgenerally attributed to Dr. W. Edwards
Deming (1900-1993). In the late 1920s, while wogkas a summer employee at Western Electric
Company in Chicago, he found worker motivation eyst to be degrading and economically
unproductive; incentives were tied directly to qtitgnof output, and inefficient postproduction
inspection systems were used to find flawed goods.

Deming teamed up in the 1930s with Walter A. Shew{i®891-1967), a Bell Telephone Company

statistician whose work convinced Deming that statl control techniques could be used to

supplant traditional management methods. Using 8bd® theories, Deming devised a

statistically controlled management process thavided managers with a means of determining
when to intervene in an industrial process and whbdeave it alone. Deming got a chance to put
Shewhart's statistical quality-control techniquees,well as his own management philosophies, to
the test during World War Il. Government managensntl that his techniques could easily be
taught to engineers and workers, and then quicklylemented in overburdened war production

plants.

One of Deming's clients, the U.S. State Departnsstt him to Japan in 1947 as part of a national
effort to revitalize the war-devastated Japanesaauy. It was in Japan that Deming found an
enthusiastic reception for his management ideasnilxe introduced hisstatistical process
control, or statistical quality control, programs into Japaailing manufacturing sector. Those
techniques are credited with instilling a dedicatio quality and productivity in the Japanese
industrial and service sectors that allowed thentguto become a dominant force in the global
economy by the 1980s.

While Japan's industrial sector embarked on a tyuaditiative during the middle 1900s, most

American companies continued to produce mass digntif goods using traditional management
technigques. America prospered as war-ravaged Eanopeuntries looked to the United States for
manufactured goods. In addition, a domestic pofmuaboom resulted in surging U.S. markets.
But by the 1970s some American industries had donie regarded as inferior to their Asian and
European competitors. As a result of increasinghesoc globalization during the 1980s, made
possible in part by advanced information techn@sghe U.S. manufacturing sector fell prey to

more competitive producers, particularly in Japan.

In response to massive market share gains achlevddpanese companies during the late 1970s
and 1980s, U.S. producers scrambled to adopt guaht productivity techniques that might
restore their competitiveness. Indeed, Deming'fopbphies and systems were finally recognized
in the United States, and Deming himself becaméhlyhsought-after lecturer and author. The
"Deming Management Method" became the model forymaAmerican corporations eager to
improve. And total quality management, the phragplied to quality initiatives proffered by
Deming and other management gurus, became a stplmerican enterprise by the late 1980s.
By the early 1990s, the U.S. manufacturing secemt hchieved marked gains in quality and
productivity. By the late 1990s several Americadustries had surpassed their Japanese rivals in
these areas.

3.1.2 What is Quality?

Quality means delighting theustomer by continuously meeting and improving upon agreed
requirements. To meet customers requirements, companies must:
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» fully understand and agree the customers needs)gettations

» understand own capabilities and not promise mae ihcan deliver

» deliver that which had been agreed without exceptl®0 per cent fulfilment).

* must both be efficient and effective in meeting ¢histomers needs and expectations.
3.1.3 What is Total Quality Management?

TQM can be defined as a strategy for improving thess performance through the
commitment of all employees to fully satisfy agremestomer requirements at the least
overall cost through the continuous improvementpodducts and services, business
processes and the people.

3.2 TQM Principles

Specifics related to the framework and implemeatatof TQM varies between different
management professionals and TQM program faciigatand the passage of time has inevitably
brought changes in TQM emphases and language. IBOtQaM philosophies share common
threads that emphasize quality, teamwork, and fik@aphilosophies of management and process
improvement. As Howard Weiss and Mark Gershon ofeskiin Production and Operations
Management;the terms quality management, quality control, godlity assurance often are used
interchangeably. Regardless of the term used witdng business, this function is directly
responsible for the continual evaluation of thecetiVeness of the total quality system." The
authors went on to delineate the basic elementstalf quality management as expounded by the
American Society for Quality Control: (1) policylapning, and administration; (2) product design
and design change control; (3) control of purchasederial; (4) production quality control; (5)
user contact and field performance; (6) correctison; and (7) employee selectioraining, and
motivation.

For his part, Deming pointed to all of these fastas cornerstones of his total quality philosophies
in his bookOut of the Crisis.He contended that companies needed to create aaroiag
business environment that emphasized improvememiraducts and services over short-term
financial goals. He argued that if such a philogoplas adhered to, various aspects of business—
ranging from training to system improvement to nga@ravorker relationships—would become far
more healthy and, ultimately, profitable. But whideming was contemptuous of companies that
based their business decisions on statistics thgthasized quantity over quality, he firmly
believed that a well-conceived system of statisfizacess control could be an invaluable TQM
tool. Only through the use of statistics, Demingugd, can managers know exactly what their
problems are, learn how to fix them, and gaugectimapany's progress in achieving quality and
organizational objectives.

3.3 Basic Principles of Total Quality Management (QM)

The basic principles for the Total Quality Manageim@ QM) philosophy of doing business are to
satisfy the customer, satisfy the supplier, andinaously improve the business processes.

Questions that may include:

« How do you satisfy the customer?
« Why should you satisfy the supplier?
« What is continuous improvement?
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Satisfy the customer

The first and major TQM principle is to satisfy thestomer--the person who pays for the product
or service. Customers want to get their money'stwibpom a product or service they purchase.

Users
If the user of the product is different than theghaser, then both the user and customer must be
satisfied, although the person who pays gets pyiori

Company philosophy

A company that seeks to satisfy the customer byigirng them value for what they buy and the
quality they expect will get more repeat businesterral business, and reduced complaints and
service expenses.

Some top companies not only provide quality proslubtt they also give extra service to make
their customers feel important and valued.

Internal customers

Within a company, a worker provides a product avise to his or her supervisors. If the person
has any influence on the wages the worker recethes,person can be thought of as an internal
customer. A worker should have the mind-set ofsBatig internal customers in order to keep his
or her job and to get a raise or promotion.

Chain of customers

Often in a company, there is a chain of customech improving a product and passing it along
until it is finally sold to the external customdfach worker must not only seek to satisfy the
immediate internal customer, but he or she mudt lgw the chain to try to satisfy the ultimate
customer.

Satisfy the supplier
A second TQM principle is to satisfy the suppliwhich is the person or organization from whom
you are purchasing goods or services.

External suppliers

A company must look to satisfy their external sigagl by providing them with clear instructions
and requirements and then paying them fairly antre.

It is only in the company's best interest thasiippliers provide it with quality goods or services
if the company hopes to provide quality goods ovises to its external customers.

Internal suppliers

A supervisor must try to keep his or her workerpdyaand productive by providing good task
instructions, the tools they need to do their jod good working conditions. The supervisor must
also reward the workers with praise and good pay.

Get better work

The reason to do this is to get more productivity af the workers, as well as to keep the good
workers. An effective supervisor with a good teafmworkers will certainly satisfy his or her
internal customers.

Empower workers

One area of satisfying the internal suppler is mpewering the workers. This means to allow
them to make decisions on things that they canrcbrifhis not only takes the burden off the
supervisor, but it also motivates these internppsiars to do better work.
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Continuous improvement

The critical principle of TQM is continuous imprawent. You can never be satisfied with the
method used, because there always can be improt@n@srtainly, the competition is improving,
SO it is very necessary to strive to keep aheadenfame.

Working smatrter, not harder

Some companies have tried to improve by making eyegls work harder. This may be counter-
productive, especially if the process itself isviéal. For example, trying to increase worker output
on a defective machine may result in more defegiants.

Examining the source of problems and delays and ifln@roving them is what is needed. Often
the process has bottlenecks that are the real cédtise problem. These must be removed.

Worker suggestions
Workers are often a source of continuous improvesdrhey can provide suggestions on how to
improve a process and eliminate waste or unnegessak.

Quality methods
There are also many quality methods, such asuitae production, variability reduction that can
improve processes and reduce waste.

3.4 Making TQM Work

Joseph Jablonski, author lafiplementing TQMidentified three characteristics necessary for TQM
to succeed within an organization: participativenagement; continuous process improvement;
and the utilization of teams. Participative managenrefers to the intimate involvement of all

members of a company in the management process, ddemphasizing traditional top-down

management methods. In other words, managers beep@and make key decisions only with the

input and guidance of the subordinates who willehty implement and adhere to the directives.
This technique improves upper management's gragp@efations and, more importantly, is an

important motivator for workers who begin to fesl ibthey have control and ownership of the
process in which they participate.

Continuous process improvement, the second chaisdde entails the recognition of small,
incremental gains toward the goal of total qualibarge gains are accomplished by small,
sustainable improvements over a long term. Thixephnecessitates a long-term approach by
managers and the willingness to invest in the prtefse benefits that manifest themselves in the
future. A corollary of continuous improvement isathworkers and management develop an
appreciation for, and confidence in, TQM over time.

Teamwork, the third necessary ingredient for thecess of TQM, involves the organization of

cross-functional teams within the company. Thistdigciplinary team approach helps workers to
share knowledge, identify problems and opportusiiteerive a comprehensive understanding of
their role in the overall process, and align therk goals with those of the organization.

Jablonski also identified six attributes of sucbdsEQM programs:

« Customer focus (includes internal customers suctiltzer departments and coworkers, as
well as external customers)

« Process focus

« Prevention versus inspection (development of age®dhat incorporates quality during
production, rather than a process that attemptcheeve quality through inspection after
resources have already been consumed to produgedldeor service)
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- Employee empowerment and compensation
+ Fact-based decision making
« Receptiveness to feedback

In addition to identifying three characteristicattineed to be present in an organization and six
attributes of successful TQM programs, Jablonsfarefa five-phase guideline for implementing
total quality management: preparation, planningessment, implementation, and diversification.
Each phase is designed to be executed as patbn§derm goal of continually increasing quality
and productivity. Jablonski's approach is one ohyniat has been applied to achieve TQM, but
contains the key elements commonly associatedatfiter popular total quality systems.

Preparation

During preparation, management decides whetheottrorpursue a TQM program. They undergo
initial training, identify needs for outside consuits, develop a specific vision and goals, draft a
corporate policy, commit the necessary resourced, @mmunicate the goals throughout the
organization.

Planning

In the planning stage, a detailed plan of implemmgon is drafted (including budget and schedule),
the infrastructure that will support the progranestablished, and the resources necessary to begin
the plan are earmarked and secured.

Assessment

This stage emphasizes a thorough self-assessmetfi—waut from customers/clients—of the
qualities and characteristics of individuals in toenpany, as well as the company as a whole.

Implementation

At this point, the organization can already begimétermine its return on its investment in TQM.
It is during this phase that support personnel dresen and trained, and managers and the
workforce are trained. Training entails raising kes' awareness of exactly what TQM involves
and how it can help them and the company. It akpbaens each worker's role in the program and
explains what is expected of all the workers.

Diversification

In this stage, managers utilize their TQM expergsnand successes to bring groups outside the
organization (suppliers, distributors, and othempanies that have an impact on the business's
overall health) into the quality process. Diversfion activities include training, rewarding,
supporting, and partnering with groups that areracdd by the organization's TQM initiatives.

3.5 Why Total Quality Management?

* Increasing customer expectation
» competitive pressure in a difficult market
* increasing employee expectation
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» continued pressure on internal costs due to higll@émce of wastes and inefficiencies
e corporate expectations
» use of total quality by competitors.

3.6 Benefits of Total Quality Management?

» satisfied customers

* improved financial performance

* competitive advantage

* increased market share

* improved employee morale and motivation

* reduced inter departmental conflict

» reduced process lead times

* more time available to manage the business.

3.7 Features of Total Quality Management Implententa

* evidence of management commitment

» leadership from the top

» formation of a project or steering group

development of a shared awareness of the importfribe customer
a planned approach;

appropriate organization

selecting pilot areas for improvement

involvement of everyone

strategy to change attitudes,

training in quality techniques, team working, pexlsolving, benchmarking etc.
establish a means of measuring improvements

opportunities for feedback

cooogogog -t

3.8 Total Quality Management into The Future

Total Quality Management—first popularized in th@5Qs in Japan—swept through American
businesses in the 1980s and resulted in significamtovements in quality, productivity, customer
satisfaction, and competitiveness in many compdoyethe 1990s. The basic principles of TQM
are intended to achieve continuous organizatiomgrovement through the participation and
commitment of workers throughout a company. TQMug®s all the resources of an organization
upon meeting the needs of customers (both intemndl external), using statistical tools and
technigues to measure results and aid decisionngaki

Despite the impressive results many companies aelieved through TQM, its future popularity

is still in doubt. By the late 1990s some expedgdn to question whether TQM was a fad that
would soon be superseded by yet another manageeantique. At the same time, however,

other experts sought to apply TQM to emerging kessnproblems in Information Technology

application, project management, finance etc. fieaps as if the underlying principles of TQM

may find continued applications in business, e¥ethay are eventually incorporated into a new
movement for management innovation and organizaticmange.
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4.0 Summary

So far in this unit, attention has focused on tbacept, principles and requirements for
effective Total Quality Management implementatidiQM was defined as a strategy for
improving business performance through the comnmitnoé all employees to fully satisfy
agreed customer requirements at the least overstiitbrough the continuous improvement
of products and services, business processes amaetiple. Hence, total means everyone,
every process, every product, every function muestirivolved. Otherwise, it will be
difficult to achieve the objective of total custonsatisfaction.

5.0 Conclusion

The principles of Total Quality Management aredseksto satisfy the external customer with
guality goods and services, as well as the comganternal customers; to satisfy the external and
internal suppliers; and to continuously improvegasses by working smarter and using special
quality methods.

TQM projects are long term and it might take selvgears before significant improvement
in a project or service occurs. Staff members Ehtherefore be involved in short term
and manageable improvement projects e.g., aimat@bving administrative efficiency.
This helps to create an atmosphere in which comemtrto quality can be built.

6.0 Tutor Marked Assignment

Define the term Total Quality Management. List @xglain the principles that can help its
successful implementation in your organization.
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