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INTRODUCTION

This course is very significant because it exploaédhe theories that
are relevant in both administration and managenidr@se theories help
to explain administrative and management behavi@sare necessary
in the study of administration and management.

COURSE DESCRIPTION

This course is designed to give students an inkdapterstanding of
Administrative and Management Theories. The cowde discuss

administrative and management theories such asvigemal approach.
Elton Mayo’s Human relations approach and its @stns; Scientific
management theory and its criticisms; the classibabry and its
criticisms; Max Weber’'s bureaucratic theory; thesteyns Approach,
Universal design theory, Situational design theoHenri Fayol's
principles of management - universal truths: Duisi of work,

Authority, Discipline, Unity of command, Unity of iréction,

Subordination of individual interest, Remuneratidentralization,
Scalar chain, Order, Equity, Stability of tenundtiative, and Esprit de
corps. Functions of managers: planning, organiziogmmmanding,
coordinating, and controlling.

COURSE AIM AND OBJECTIVES

The general aim of this course is to explain adstiative and
management theories so that students can make tlemoduring their
studies.

The specific objectives of the course are to:

1. Explain Human Relations Approach/ Elton Mayo’'s Huma
relations approach, scientific management theonelkas their
criticisms.

2. Discuss the classical theory

3. Explain Henri Fayol’s principles of management

4. Identify the functions of managers: planning, olgeg,

commanding, coordinating, and controlling.

WORKING THROUGH THE COURSE

To complete the course, you are required to readtiidy units and other
related materials. You will also need to undertpiactical exercises for
which you need a pen, a note-book, and other nadgehiat will be listed

in this guide. The exercises are to aid you in wstdeding the concepts
being presented. At the end of each unit, you kéllrequired to submit
written assignment for assessment purposes.
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By the end of the course, you will be expected totewa final
examination.

THE COURSE MATERIAL

In all of the courses, you will find the major coomgnts thus:
1) Course Guide

2) Study Units

3) Textbooks

4) Assignments

STUDY UNITS

There are 22 study units in this course. They are:

Module 1

Unit 1
Unit 2

Unit 3
Unit 4
Module 2
Unit 1
Unit 2
Unit 3
Unit 4
Unit 5
Module 3
Unit 1
Unit 2

Unit 3

Unit 4

Studies in Administrative and Managementheories |

Behavioural approach to Management
Scope, Objectives and Characteristics of a¥edral
Approach.

Human Relations Approach/ Elton Mayo's Human

relations approach
Scientific management theory and its cistins

Studies in administrative and managemertheories Il:

Classical theory

Max Weber’s Bureaucratic theory
The Systems Approach.
Universal design theory
Situational design theory

Henri Fayol's principles of management

Fayol's Principles of Management | (DivisiohWork and
unity of Command)

Fayol's Principles of Management II
Discipline, Unity of Direction

Fayol's Principles of Management Il (Subimation of
Individual Interests, Remuneration, Centralizatiand
Decentralization, Scalar Chain)

Fayol's Principles of Management IV (OrdeEquity,
Stability of tenure, Initiative and Esprit de Corps

(Autigr



POL 821 COURSE GUIDE

Module 4  functions of managers: planning, organizig,
commanding, coordinating, and controlling.

Unit 1 Managerial Roles/ Planning Functions
Unit 2 Organizing

Unit 3 Commanding

Unit 4 Controlling

Unit 5 Coordination

Module 5 Motivational theories of administration and

management
Unit 1 Contingency Management Theory
Unit 2 Theory X and Y
Unit 3 Expectancy Theory
Unit 4 Equity Theory

TEXTBOOKS AND REFERENCES

At the end of each unit, you will find a list oflegant reference materials
which you may yourself wish to consult as the naeskes, even though |
have made efforts to provide you with the most ingrat information
you need to pass this course. However, | would erage you, as a fourth
year student to cultivate the habit of consultingreany relevant materials
as you are able to within the time available to.ylouparticular, be sure
to consult whatever material you are advised tsuatifefore attempting
any exercise.

COURSE OVERVIEW PRESENTATION SCHEME

There are 22 units in this course. You are to speredweek on each unit.
One of the advantages of Open and Distance Lea(fibd) is that you
can read and work through the designed course aatat your own
pace, and at your own convenience. The course i@ateplaces the
lecturer that stands before you physically in tlessroom.

All the units have similar features. Each unit Ipsgwith the introduction
and ends with reference/suggestions for furthedineg.

vi
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Units Title of Work Week Assignment
Activity | (End-of-
Unit)

Course Guide

Decentralization,
Chain)

Scalar

Module 1 | Studies in administrative and management theories |
Unit 1 Behavioural approach  {oWeek 1 Assignment
Managemen 1
Unit 2 Scope, Objectives andVeek 2 Assignment
Characteristics of Behavioral 1

Approach
Unit 3 Human Relations ApproachiVeek 3 Assignmen|
Elton Mayo’s Human relations 1
approach
Unit 4 Scientific management theoyyWeek 4 Assignmen|
and its criticism 1
Module 2 | Studies in administrative and management theories |l
Unit 1 Classical theory and it8Veek 5 Assignmen|
Criticisms 1
Unit 2 Max Weber's BureaucratjoNeek 6
theory and definitions of Assignment
Bureaucrac 1
Unit 3 The Systems Approach, |t8Veek 7
importance, advantages and
disadvantage
Unit 4 Universal Design Theory Week 8 Assignmeént
1
Unit 5 Situational Design Theory Week 9 Assignment
1
Module 3 |Henri Fayol's principles of management —
Unit 1 Unit 1: Fayol's Principles qfWeek 10 | Assignment
Management | (Division of 1
Work and unity of Command
Unit 2 Fayol's Principles of Week 11
Management 1l (Authority,
Discipline, Unity of Direction
Unit 3 Fayol's Principles of Week 12
Management I
(Subordination of Individual
Interests, Remuneration,
Centralization and

vii
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Unit 4 Fayol's Principles of Week 13
Management [V (Order,
Equity, Stability of tenure,
Initiative and Esprit de Corps)
Module 4 | Functions of managers
Unit 1 Planning as a managerjaNeek 14 | Assignment
function 1
Unit 2 Organizing as a manageridVeek 15 | Assignment
functior 1
Unit 3 Commanding as a manageriseek 16 | Assignment
function 1
Unit 4 Coordinating as a manageridVeek 17 | Assignment
function 1
Unit 5 Controlling as a managerigdWWeek 17 | Assignment
functior 1
Module 5 | Motivational theories of
administration and
management
Unit 1 Contingency ManagemenWeek 19 | Assignment
Theory 1
Unit 2 Theory XandY Week 200 Assignment
1
Unit 3 Expectancy Theory Week 21  Assignment
1
Unit 4 Equity Theory Week 22 | Assignment
1
Revision Week 23| Assignment
1
Examination Week 24| Assignment
1
Total 24 Weeks

WHAT YOU WILL NEED IN THE COURSE

There will be some recommended texts at the erehoh module that
you are expected to purchase. Some of these tdktsevavailable to you
in libraries across the country. In addition, ymamputer proficiency
skill will be useful to you in accessing interneaterials that pertain to
this course. It is crucial that you create timsttaly these texts diligently
and religiously.

TUTORS AND TUTORIALS

The course provides Twenty Two (22) hours ofriate in support of
the course. You will be notified of the dates awndakions of these

viii
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tutorials, together with the name and phone nurobgour tutor as soon

as you are allocated a tutorial group. Your tutdl nvark and comment

on your assignments, and watch you as you prognabe course. Send
in your tutor-marked assignments promptly, and engau contact your

tutor on any difficulty with your self-assessmerersise, tutor-marked

assignment, and the grading of an assignment. Kindte that your

attendance and contributions to discussions asagefample questions
are to be taken seriously by you as they will adryoverall performance
in the course.

ASSESSMENT EXERCISES

There are two aspects to the assessment of thisecdtirst is the Tutor-

Marked Assignments; second is a written examinafiohandling these

assignments, you are expected to apply the infeomaknowledge and

experience acquired during the course. The tutaketsassignments are
now being done online. Ensure that you registeyalir courses so that
you can have easy access to the online assignmémis.score in the

online assignments will account for 30 per centair total coursework.

At the end of the course, you will need to sitddinal examination. This

examination will account for the other 70 per cehiour total course

mark.

TUTOR-MARKED ASSIGNMENTS (TMAS)

Usually, there are four online tutor-marked assignta in this course.
Each assignment will be marked over ten percerg. st three (that is
the highest three of the 10 marks) will be countds implies that the
total mark for the best three assignments will tiaute 30% of your total

course work. You will be able to complete your paliassignments
successfully from the information and materials taored in your

references, reading and study units.

FINAL EXAMINATION AND GRADING

The final examination for Administrative and Managmnt Theories
POL 821 will be of three hours duration and have a valié086 of the
total course grade. The examination will consistfitiple choice and
fill-in-the-gaps questions which will reflect theaatice exercises and
tutor-marked assignments you have previously erteoed. All areas of
the course will be assessed. It is important toatyse adequate time to
revise the entire course. You may find it usefulré@iew your tutor-
marked assignments before the examination. Thd &xamination
covers information from all aspects of the course.
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HOW TO GET THE MOST FROM THIS COURSE

1.

oo

10.

There are 13 units in this course. You are to spere week in
each unit. In distance learning, the study unitplage the
university lecture. This is one of the great adages of distance
learning; you can read and work through speciadlsighed study
materials at your own pace, and at a time and plestesuites you
best. Think of it as reading the lecture insteadisténing to the
lecturer. In the same way a lecturer might give gome reading
to do. The study units tell you when to read andctvlare your
text materials or recommended books. You are pealekercises
to do at appropriate points, just as a lecturerhinggve you in a
class exercise.

Each of the study units follows a common formate Tirst item is
an introduction to the subject matter of the uamd how a
particular unit is integrated with other units ah@ course as a
whole. Next to this is a set of learning objectivBisese objectives
let you know what you should be able to do, bytiime you have
completed the unit. These learning objectives asanhto guide
your study. The moment a unit is finished, you ngestack and
check whether you have achieved the objectivabidfis made a
habit, then you will significantly improve your ain@e of passing
the course.

The main body of the unit guides you through thepineed reading
from other sources. This will usually be eithemfrgour reference
or from a reading section.

The following is a practical strategy for workingraugh the
course. If you run into any trouble, telephone yiomor or visit the
study centre nearest to you. Remember that yoar'supb is to
help you. When you need assistance, do not hetitatd! and ask
your tutor to provide it.

Read this course guide thoroughly. It is your fassignment.
Organise a study schedule - Design a ‘Course Oswivb guide
you through the course. Note the time you are arpeto spend
on each unit and how the assignments relate tartts.

Important information; e.g. details of your tutdsiand the date of
the first day of the semester is available at thdyscentre.

You need to gather all the information into onecplasuch as your
diary or a wall calendar. Whatever method you ckdosuse, you
should decide on and write in your own dates ahddgle of work
for each unit.

Once you have created your own study scheduleyelky#ing to
stay faithful to it.

The major reason that students fail is that theybghind in their
coursework. If you get into difficulties with yoschedule, please
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let your tutor or course coordinator know beforesitoo late for
help.

11. Turnto Unit 1, and read the introduction and thgatives for the
unit.

12. Assemble the study materials. You will need yodenmences for
the unit you are studying at any point in time.

13. As you work through the unit, you will know whatusoes to
consult for further information.

14. Visit your study centre whenever you need up-teedafiormation.

15. Well before the relevant online TMA due dates, twsiur study
centre for relevant information and updates. Keemind that you
will learn a lot by doing the assignment carefulljrey have been
designed to help you meet the objectives of therssowand,
therefore, will help you pass the examination.

16. Review the objectives for each study unit to confthat you have
achieved them. If you feel unsure about any of dbgctives,
review the study materials or consult your tutorh&f' you are
confident that you have achieved a unit’s objestiw@u can start
on the next unit. Proceed unit by unit throughdberse and try to
space your study so that you can keep yourseltbedle.

17. After completing the last unit, review the coursed grepare
yourself for the final examination. Check that ylwave achieved
the unit objectives (listed at the beginning ofteanit) and the
course objectives (listed in the course guide).

CONCLUSION

This is a theoretical as well as empirical counse so, you will get the
best out of it if you can read wide, listen to asdlvas examine relevant
theories that are applied in administration andagament.

SUMMARY

This Course Guide has been designed to furnistwytbuthe information
you need for a fruitful experience in the coursethle final analysis, how
much you get from it depends on how much you piat inin terms of
learning time, effort and planning.
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MODULE 1 STUDIES IN ADMINISTRATIVE AND
MANAGEMENT THEORIES |

In this module the discussion will concentrate agh®vioural approach
to Management, Human Relations Approach/ Elton Najguman
relations approach as well as scientific manage tineary

You are advice to study each of the unit carefallyyou are expected to
answer some questions to evaluate your unders@rafinthe various
issues as discussed. Possible answers to theanseatie provided under
each of the unit accordingly.

UNIT 1 BEHAVIOURAL APPROACH TO
MANAGEMENT

Unit Structure

1.1 Introduction
1.2 Learning outcome
1.3 Behavioural Approach.
1.2.1 Behavioral Approach in Administrative and Mgament
science
1.2.2 Contributors to the theory.
1.4 Summary
1.5 References/Further Readings/Web Sources
1.6 Possible Answers to Self-Assessment Exerci§®AES)

1.1 Introduction

This unit discusses the behavioral approach hurakations approach/
Elton Mayo’s human relations approach as well asrfiiic management
theory and its criticisms and

1.2 Learning Outcomes
By the end of this Unit, you will be able to:

o Discuss the behavioural approach

Discuss Behavioural Approach in Administrative and
Management science

Identify Contributors to the theory

Explain the Scope of Behavioural Approach

Discuss the objectives of Behavioral Approach

State the Characteristics of Behavioral Approach

Explain the features of Behavioural Approach
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1.4 Behavioural Approach.

The approach is ascribed to the work of B. F. Skindohn B. Watson,
and Ivan Pavlov (1849-1936). (1904-1990). Skinnas vesponsible for
making the approach more widely used today. Tredegjy asserts that
because all human behavior is taught, it can benménd replaced by
new behaviors. The observable and quantifiableadhearistics of human
behavior are the main focus of behaviorism. Assaltelearnt habits may
be undone when they become undesirable. Accordingehaviorism,
children's development is a continuous processhicinthey mostly play
a passive part. It is also a broad strategy thasesl in both therapeutic
and educational contexts, among others.

Behaviorists believe that only the things we cae aad observe are
genuine, or at the very least are things that neveestigation. We can
see how individuals act, respond, and behave butaneot see the mind,
the id, or the unconscious. Although the minds #rebrains may be
inferred from behavior, they are not the investm@as main objective.

The study's focus is on what individuals do, noatey think or feel.

In the same way, behaviorists do not try to expthenorigins of deviant
behavior by looking at the mind or the brain. Hekesthe assumption
that the conduct is an example of certain learnadityy and he

investigates how these habits are acquired (Bustens al., 2004).

The subject of study is usually behavior. Since riied and its more

esoteric counterparts, such as the psyche anda®uhot of concern to
behaviorists, it is possible to draw conclusionsuhthe factors that
support and perpetuate human behavior from the stianimal conduct.

The behavioral approach has a fairly solid basiskk to animal studies.
The factors behind the conduct of both healthy feeapd those who have
issues that may be classified as "mental illnegg" @ interest to

behavioral researchers. The behavioral approacften utilized to treat

a broad range of presenting issues when it come=tdal iliness.

Treatment of behavioral disorders and impulserobdisorders, such as
excessive drinking, obesity, or sexual issues, t@aywhere it is most
successful. Behavioral techniques have sometimageprbeneficial in

the management of more severe mental diseasesdilieophrenia and
may be highly useful in the therapy of anxiety.

Although behaviorism, which stresses overt, obyecbehavior, is used
to research personality in behavioral personahigoty, theorists in this
field also take into account cognitive processes iamestigate specific
learning methods, such as watching others in abkegvironment. People
may acquire a variety of emotional reactions byngsiclassical
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conditioning, operant conditioning (instrumental ariging), and
observational learning techniques.

Based on the fundamental ideas of learning thelmtyn Dollard and Neal
Miller proposed that rewarded behaviors tend to rbpeated and
ultimately constitute a stable collection of beloasi that make up
personality. According to Alfred Bandura, we learfot about ourselves
and the world around us by watching how others belaad utilizing that
conduct as a basis for our own behavior. AccordinBandura, learning
includes cognitive representation and reorganinatioaddition to links
between inputs and responses. For instance, a ykidngho observes
that lying is frowned upon and dishonesty is revedrdnooses to emulate
honest conduct (rearrangement). He coined the weet-efficacy” to
refer to a person's confidence in their capacitycdory out a certain
activity effectively. A person who has a high fegliof self-efficacy
might feel liberated to choose, attempt, and cattyactivities that lead
to desired results. People with high levels of -effitacy are more
inclined to credit their success to themselveserathan luck or other
people, and they are also more likely to contirumosing and controlling
the conditions of their life. Self-efficacy is bubn sentiments of self-
worth.

1.2.1 Behavioral Approach in Administrative and Managemen
science

Professors Elton Mayo and Mary Parker Follet, tbgetwith Douglas
McGregor, Kurt Lewin, Chester Barnard, Abraham Masland George
Romans, were early proponents of behavioral theoryhe field of
interpersonal relationships. In the 20th century,nsanagement study
persisted, concerns about the relationships andvesobf the person
inside companies started to surface. The managethearies that
emerged throughout the classical era simply didwark well in many
management scenarios and were unable to explasrctions of specific
workers. In essence, employee motivation and behawere disregarded
by traditional theory. As a consequence, this gdebireaking
management experiment naturally led to the devetopnof the
behavioral school. Because it emphasizes the haspect of work, the
behavioral management theory is also referred theatuman relations
movement. Behavioral theorists thought that in@dagroductivity
resulted from a greater knowledge of factors liketiwation, conflict,
expectations, and group dynamics that affect huberavior at work.
Employees were not seen as machines by the thinkergontributed to
this school, but rather as unique people, resourres assets that could
be used and developed.
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The adoption of the concepts of the classical ntethy practical

managers revealed that it was impossible to attaimplete efficiency and
workplace harmony. This led to the development g behavioral

approach to management. The behavioral approacmanagement
brought attention to the human element, which tassical proponents
had disregarded. The behavioral proponents regatuedrganization

from the standpoint of the person, while the clzsdheorists saw it from
the perspective of production. The behavioral apghoto management
emphasized both individual and social processes,itarecognized the
significance of behavioral processes in the workglarhe Hawthorne
investigations from the latter part of the 19204 #re beginning of the
1930s gave the behavioral approach some support.

1.2.2 Contributors To The Theory.

The Hawthorne studies, a group of trials that nodéblasly applied
conventional management theory only to exposelaiss, were where
Elton Mayo made his contributions. The Hawthornpesiments were
two research projects carried out at the Chicageth&lawthorne Works
of the Western Electric Company between 1924 ar8219 team of
engineers performed the first research in orderassertain how
illumination levels compared to worker productivitgurprisingly, they
found that worker output rose as illumination levdtopped—but only
until workers could no longer see what they wermgloat which point
output inevitably fell. A new round of tests startefew years later. Five
ladies were under the supervision of Harvard acadeMayo and F. J.
Roethlisberger in a bank wire room. They grantedvtbmen exceptional
rights, including the freedom to leave their woak&ins at any time, the
right to rest intervals and free meals, as welllifierent pay scales and
work schedules. Additionally, this experiment ledrioticeably higher
rates of output.

In this instance, Mayo and Roethlisberger caméeacbnclusion that the
supervisory arrangement—rather than the adjustnteritse lighting or

other related worker benefits—was responsible foe trise in

productivity. The extreme concern the experimensiswed for the
workers served as the foundation for the enhancetivation and

subsequent productivity since they took on the aifléhe employees'
principal supervisors. In a sense, the experimsnparticipated in the
research and had an impact on its results. The lttamg effect, which

defines the unique consideration researchers gigestudy's participants
and the influence this consideration has on thdy&uonclusions, gets
its name from this.

The Hawthorne experiments' overall finding was thaiployee social
needs and interpersonal relationships are esseotimlponents of

4



POL 821 MODULE 1

corporate management. The ideas and practices nageaent were
revolutionized by this human motivational concept.

A psychologist by the name of Abraham Maslow créatee of the most
well-known need theories, a theory of motivatiosdzhon an analysis of
human needs.

His theory of human needs had three assumptions:

. Human needs are never completely satisfied.

. Human behavior is purposeful and is motivated kg ribed for
satisfaction.

. Needs can be classified according to a hierarclstrakcture of
importance, from the lowest to highest.

. Maslow broke down the needs hierarchy into fivecHmeareas:

. Physiological needsMaslow grouped all physical needs

necessary for maintaining basic human seling, such as food
and drink, into this category. After the need iss$i@d, however,
it is no longer is a motivator.

. Safety needsThese needs include the need for basic security,
stability, protection, and freedom from fear. Amad state exists
for an individual to have all these needs generahyisfied.
Otherwise, they become primary motivators.

. Belonging and love needdsAfter the physical and safety needs are
satisfied and are no longer motivators, the neetbétonging and
love emerges as a primary motivator. The individstailves to
establish meaningful relationships with significattters.

. Esteem needsAn individual must develop setfonfidence and
wants to achieve status, reputation, fame, ang glor

. Selfactualization needs Assuming that all the previous needs in
the hierarchy are satisfied, an individual feelseed to find
himself.

Maslow's hierarchy of needs theory helped managsuslize employee
motivation.

Douglas McGregor: The Hawthorne experiments and Maslow had a big
impact on Douglas McGregor. He said there are bigitwo different
types of managers. One kind of manager, known asTiheory X
manager, has a poor opinion of workers and thihley tare careless,
unreliable, and incapable of taking accountabilihe Theory Y
manager, on the other hand, makes the assump#bast#if members are
highly motivated in addition to being trustworthgcacapable of taking
on responsibilities. The psychological and socimalfactors (attitude,
motives, and group dynamics) that affect employeropmance are the
main topics of the behavioural science approacmaémagement. The

5
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Behavioural Science Method to management focuseshenpeople
themselves, as opposed to the traditional appredaich emphasizes the
job that employees accomplish. The behaviouralnseieapproach to
management includes many of the ideas from thevibainal viewpoint.
For instance, the Hawthorne investigations are geefall within the
category of behavioral research and use the sigemethod.

A particular application that makes use of sev@aiticular kinds of
behavioral observations is the Behavioural Scieggproach to
Management, which is used in the field of busimessmiagement. This
encompasses ideas like connection building, inféionaprocessing,
motivation, and organizational growth. Neural -oimhation sciences and
social - relational sciences are two large grotyas include behavioral
science techniques. Information processing scieosesentrate on how
cognitive entities process information in respottssocial environment
stimuli in order to participate in social percepticocial judgment, and
individual performance for organism survival in sbcenvironments.
These are related to ethology, social neuroscienoesgral networks,
social cognition, social psychology, and socialrosaiences, as well as
psychology, cognitive sciences, and psychobiologyelations,
interaction, communication networks, linkages, egldtional tactics, as
well as the dynamics between creatures or cognémnities within a
social system, are the focus of relational studidmse are relevant to
areas like social networks, dynamic network analysie agent-based
model, and micro simulation in sociology social gsylogy. The human
relations approach and the behavioral science apprare the two
branches of the behavioral approach.

Managers using the human relations method shoutitrstand the
psychological and social influences on their emp&sy behavior as well
as the reasons behind it. Supporters of this glyateake an attempt to
demonstrate how variances in individual behaviat #re influence of
workplace groups have an impact on the managemetegs and
functions. Instead of relying on personal expergnehich is frequently
based on an inadequate foundation in fact, manageld use concepts
and uniformities developed by behaviorists throeghpirical research
based on systematic and in-depth observation iranzgtions and
findings from the social sciences of human behavior

Understanding, explaining, and predicting humanaledr in the same
way that scientists do with physical forces or diptal variables is the
ultimate goal of organizational behavior. In orderbetter understand
why individuals behave the way they do, particylar regard to their
interactions with others in organizations, behaliscience is therefore
focused with learning about human behavior. Thisugh provide

management the opportunity to improve employeesfsation and make

6
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work life more fulfilling and meaningful. Howeverather than being an
antithesis, this is more of a synthesis phase iftheng of different

components or pieces). As a result, while the hustiaror neo-classical
theory of organization was employee-centered ared ttaditional or

classical theory of organization was task-centetbd, new theory or
behavioral approach seeks to reconcile or synthesirse two
approaches, i.e., administration is both structun@ the people working
in it.

1.4 Summary

Self-Assessment Exercises (SAEs) 1

1. was responsible for making behavioapgroach more widely used
today?

2. The and characteristics of humhavi@ are the main focus

of behaviorism?
3. Behaviorists believe that only the things we cam @ed observe are genuine, |or
at the very least are things that merit investaaiirue/False .

4. The behavioral approach is often utilized to teeltoad range of presenting issyes
when it comes to ?
5. Behavioral theorists thought that increased praditctresulted from a greater

knowledge of factors like motivation, conflict, eqiations, and group dynamics
that affect at work?

6. The behavioral approach to management broughttiatteto the human element

which the classical proponents had disregarded/False?
7. A psychologist by the name created one einbst well-known need
theories, a theory of motivation based on an arsbfshuman needs?
8. The Behavioural Science Methodto __ focusethempeople themselves, as
opposed to the traditional approach?

9. Understanding, explaining, and predicting humarelgigh in the same way that scientists

do with physical forces or biological variableghe ultimate goal of ?

1.5 Summary

The behavioral approach acknowledges the qualityeaflership as a
major element in management success. It concestrate group
relationship and recognizes the part of individoahdset and group
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behavior in organisational effectivenedsnowledge and application of
Behavioural approach is very important in an orgaiidn

1.6 References/Further Readings/Web Sources

Bustamante, L., Howe-Tennant, D., & Ramo, C (1%&havioral
Approach

https://web.cortland.edu/andersmd/BEH/behavior. HEMtext=The%
20B° eh avioral%20

Malone, John C. (July 2004)Modern molar behaviorism and theoretical
behaviorism: religion and  sciencdburnal of  the
Experimental Analysis of Behavior. 82 (1): 95—
"102.d0i:10.1901/jeab.2004.82-95

1.7 Possible Answers to Self-Assessment Exercis€SAES)

Skinner

Observable and quantifiable
True

Mental illness

Human behavior

True

Abraham Maslow
Management
Organizational Behavior

CoNoO,~WNE
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UNIT 2 SCOPE, OBJECTIVES AND
CHARACTERISTICS OF BEHAVIORAL
APPROACH.

Unit Structure

2.1 Introduction
2.2 Learning outcome
2.3 Scope of Behavioural Approach.
2.3.1 Objectives oBehavioural Approach
2.3.2 Characteristics/ Features of Behavioral Appho
2.4 Summary
2.5 References/Further Readings/Web Sources
2.6 Possible Answers to Self-Assessment ExercisesAESSH

2.1 Introduction

This previous unit introduced you to behavioral ragh. The present
Unit discusses Scope oBehavioural Approach. Objectives of
Behavioural Approach and Characteristics/Featurés Behavioral

Approach.

2.2 Learning Outcome

By the end of this Unit, you will be able to:

o Examine the Scope of Behavioural Approach.
. Highlight the Objectives of Behavioural Approach
o Discuss the Characteristics/ Features of Behavigpatoach

2.3 Scope Of Behavioral Approach

The implementation function entails managementsattability for the
execution of organizational tasks or work by thenhn elements. This
includes structural arrangements as well as befralvipeople) and
communication (information) concepts created taeiognd maintain
employee cooperation and satisfaction in carrying @rganizational
tasks. As an introduction, the following arrangetseand notions are
typical of these:

Structural : Making the job more interesting, giving the enygle more
responsibility. Decreasing control from above.
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Behavioral: Behavior is a manner of acting. It refers to espa’s conduct
in carrying out specified activities. Providing ragob status. Giving the
employee a chance to make decision. Allowing hinagsist in leading
others.

Communication: Listening to his problems seriously. Helping him
interact with his fellow workers. Dealing with hiopenly.

Methodology: The behavioral science approach involves thetisecial
and psychological concepts and knowledge to inffeemmotivate and
coordinate the human element in achieving perfooman the work
place. For example, a manner might do the followanget an employee
to prefer a task.

Personality: Personality of a human being is a complex contlona
physical and mental attributes, values, attitubesefs, tastes, ambition,
interest and habit.

. Influence: Set an example, make suggestion.
. Motivation : Use praise, offer promotion.
. Coordinate: Provide formal instruction, offer assistance.

In addition to management theory and practice,radigeiplines such as
industrial and social psychology, sociology, andhespology have
contributed knowledge and methodologies for achigvemployee
happiness. Psychology, the study of human natutébahavior, focuses
on the human mind, including its functions and rakstates. The study
of human behavior in an industrial and social ceinteespectively, is the
focus of the specialist areas of psychology knosymdustrial and social
psychology. Sociology is the study of the origmoleition, structure, and
operation of human society, as well as the bad&srgoverning social
interaction. The study of human origins, physicaid acultural
development, racial features, and social traditeoms beliefs is known as
anthropology. It should be clear that it is difficto comprehend how
people behave in an organizational structure. Aigiohaving contented
workers may be obvious, it might be challengindgriiow how and what
to satisfy them. In order to better understand Hmmnan behavior in
organizations is influenced by meeting man's negdisgoals as well as
by his inherent (presented by birth) social, psyetical, and
anthropological features, the behavioral sciencbjesti has arisen
(distinguish quality).

10
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2.3.1 Purpose/ Objectives of Behavioral Approach

The overarching goal of behavioral science is wuge (persuade or
influence) human element performance in order toeiase corporate
productivity and foster individual and group ple@surhe intricate link
between employee happiness and performance iided by several
variables. The behavioral sciences now believe éhgiloyees are also
motivated and satisfied by other types of thingshsas good working
conditions, an interested boss, association witleroemployees, an
impressive title, or personal accomplishment. Rnasly, economic
rewards in the form of ways were viewed or congdeas the primary
motivator of most employees. Therefore, the maitivatng factor has
been to emphasize the development of an environoreatimosphere of
success and fulfillment for all members of the camp which is an
expansion of the early management's perspectiveatisfaction and
performance.

2.3.2 Characteristics of Behavioral Approach

1. Organizational-equilibrium or steady-state

The organization has been compared to an equilibraystem that
accepts contributions in the form of (cash), effime, talent, knowledge,
etc. and provides incentives in exchange for tkesdributions. Rewards
unrelated to these two important concerns in eggggnization are about
two interests, namely employer interest and empoygerest. These
inducements include the organizational purposédf,itsenservation and
expansion of the organization, and incentives.

Employers look for ways to increase productivityilhspending the
fewest resources on incentives and rewards. Emesyaeanwhile, are
always looking for greater perks and compensatiomfmanagement.

The need for organizational balance is thus unaade Organizational
equilibrium, according to Herbert Simon and Che®arnard, is a
balance between what a person gives to the orgeomza terms of effort,
talent, and loyalty and what he gets in terms whrel, compensation, and
security. The same "general theory of organizatiobalance" is
demanded by March.

2. Group Dynamics
In science, dynamics is the study or interactiofoate or motion; it is a

subfield of physics that deals with movement anddoThe interaction
and forces among group members in a social envieohm@re the focus

11
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of group dynamics. The dynamics of the formal gsowpithin an
organization, which are often small in size, are #ubject of group
dynamics.

3. Authority and Leadership:

One of the many types of effects is authority (peweercive-power,
lawful power, reward power, expert power). It stammait since it solely
seeks to win the subordinate's compliance rathaar ttying to persuade
him (acceptance without protest). Of course, it peactice, suggestion
and persuasion are sometimes generously mixed thpawihority.

Allowing a decision to be taken and followed thrbugven when
consensus cannot be achieved is a crucial funofianthority. However,
it's possible that debates of the idea have ovenasiped how arbitrary
power may be. In any event, the subordinate's 8regf acceptability” is
the only place where power may be exercised aritytra

Authority emerges more from the group than from tdgdown, which
is another dimension or consequence of group thémgerstanding this
social process enables administrators to compreli@madal authority
opposition seen in job slowness, punctuality issaes absenteeism. It
takes technical leadership and motivational talergrganize opposition
to instructions from above. Organized resistancedmmands from
above is fundamentally a social phenomena. It requa certain kind of
supervision where leadership takes the place otowe

1. Organization as a social system

According to behaviorists, hierarchies or big g®wre made up of
several small, formal and informal groups that esenbined to create
organizations. It is a complicated structure, drelgmall, informal face-
to-face gatherings are merely one aspect of théengioture. As a result,
an organization might be seen as a social insiitutiConsequently,
organization is increasingly seen as a socialtuigin existing in a unique
cultural setting rather than as a system of jobanahies or a collection
of unofficial group interactions.

Features of Behavioral Approach

The silent features of behavioral approach may bensarized as

follows:

I. The behavioral approach aims to concentrate speltifion how
people behave in genuine administrative organiaatidoth as
individuals and as a group. It focuses on the stufdlge numerous
elements that affect how individuals behave insidmnizations.

il. The organization is described by behaviorists asaal system.
An organization, as a social system, is made dprofal structure,
people (who are a member of society), groups, amuffigial

12
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interpersonal and intergroup ties. As a resulty thlece a strong
focus on researching the informal social structtines constantly
evolve inside the confines of formal organizations.

The behaviorists see administration as a fieldtadys including

several disciplines, particularly anthropology, istmgy, and

psychology. To comprehend how people really behasiee the
business, they use the tools and techniques aifttementioned
social sciences.

The role of the person, leadership in organizatioggoup

dynamics, organizational stability, and organizates a social
system, as well as motivation and satisfaction, sigmificant

research topics that behaviorists are interested in

The behavioral approach is factual, descriptivel empirical. It

attempts to improve public administration researdtientific

rigor. With regard to administrative organizatidrhas moved the
focus away from formal legal administrative indiitns and onto
the individuals involved. In other words, it haogim the reality
that human attitudes, perceptions, and the envieoiim which

administration functions all have a significant sep on how
administration conducts itself. It should be highted that the
behavioral approach and the classical method weittebtogether
than against one another. The structure of admatish includes
both its personnel and its workings.

Self-Assessment Exercises

1.

2.

involve listening to his problems serioublglping him to
interact with his fellow workers?
The involves the use of social and psygicdb concepts
and knowledge to influence, motivate and coorditiaéehuman
element in achieving performance in the work place?
Personality of a human being is a complex combanaphysical and
mental attributes True /False?
It should be clear that it is difficult to comprettehow people
behave in an ?
The overarching goal of behavioral science is tluae (persuade or

influence) human element performance in order ¢eeiase
2

The behavioral sciences does not believe thatamrept are also
motivated and satisfied by other types of thingshsas good working
conditions True/False

Employers look for ways to increase productivityilelspending the
fewest resources on ?

The interaction and forces among group memberssocel
environment are the focus of ?

The behaviorists see administration as a fielduwdysincluding
several disciplines, particularly anthropology,istigy, and
psvcholoav True/Fal:

13
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2.4 Summary

The proponents of the behavioral science methadueethat people are
significantly more complicated than the economicmnaad social man
depicted in the classical approach and the humktiaes approach,
respectively. This method focuses on the natutelmfr and how much it
will satiate the human desire to demonstrate kndggeand skill. This
strategy incorporates group dynamics, leadershigrtigipative
management, communication, and motivation to impr@mployee
performance. The behavioral approach recognizes #féective
leadership is a key component of successful manager focuses on
interpersonal relationships within groups and agkedges the
contribution of individual mindsets and group dynesrio organizational
efficiency. In the next Unit Elton Mayo’s Humanat&bns approach will
be discussed

2.5 References/Further Readings/Web Sources

Bustamante, L., Howe-Tennant, D., & Ramo, C (19%ghavioral

Approach
https://web.cortland.edu/andersmd/BEH/behavior. HEMI:text
=The%20B" eh avioral%?20.

Malone, John C. (July 2004)Vlodern molar behaviorism and theoretical
behaviorism: religion "and sciencgburnal
of the Experimental Analysis of Behavior. 82 (1):
95-102.d0i:10.1901/jeab.2004.82-95

2.6 Possible Answers to Self-Assessment ExerciséSAES)

Communication

Behavioral science approach
True

Organizational structure
Corporate productivity

False

Incentives and rewards.
Group dynamics.

True

CoNoG,~WNE
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UNIT 3 HUMAN RELATIONS APPROACH/ ELTON
MAYO’S HUMAN RELATIONS APPROACH

Unit Structure

3.1 Introduction
3.2 Learning outcome
3.3 Elton Mayo’s Human relations approach
3.3.1 Mayo’s human relations skills
3.3.2 Criticism of Human Relation Theory
3.4 Summary
3.5 References/Further Readings/Web Sources
3.6 Possible Answers to Self-Assessment ExerciseSAES)

3.1 Introduction

In the previous unit behavioural approach was &irrtkias discussed . The
unit identified and discussed the Scope of Behagiopproach.
Objectives of Behavioural Approach and Characiegfteatures of
Behavioral Approach In this unit we will discussan relation approach
with emphasis on Elton Mayo’s Human relations apph. The word
"human relations” refers to the relationship betwewanagers and
employees. Staff employees often do not adheré&atonpd and balanced
patterns of conduct, which presents managers veitleral challenges.
Supporters of the human relations approach belikae management
should address workers' needs for social accejyabiand
acknowledgment. The management should see theaganconstructive
force that can be put to good use. Managers must plossess both
technical and human relations abilities.

3.2 Learning outcomes

By end of this unit you should be able to:
Analyze Elton Mayo’s Human relations approach
Evaluate Mayo’s human relations skills

Identify Criticisms of Human Relation Theory

3.3 Elton Mayo’s Human Relations Approach

The Elton Mayo Human Relations Theory demonstratd important
connections are to human productivity. For a humedations-focused
workplace culture to be properly carried out, ergpts and managers
need to possess a wide range of competencies slestamine the many
abilities required for successful human interaction

15
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3.3.1 Mayo’s human relations skills

Communication

Strong communication skills are the cornerstonéhefhuman relations
approach to management. It guarantees that evemyside the company
is operating at the same level. It includes writr@on-verbal, and spoken
communication in all of its forms. Effective commecation skills are a
great way to get your point across and connect aitlers, whether it's
through emails you send or the eye contact you ketpyour audience
during meetings. Sharpening these abilities isi@darly important for
managers and team leaders as it allows them togteooooperation and
teamwork.

The Human Relations Approach defines managemenheastudy of

employee behavior. This strategy was developed agsesalt of

experiments Professor Elton Mayo and his colleagiethe Harvard
School of Business carried out at the Hawthorne R&/of the Western
Electric Company, close to Chicago. For the fiiste; this research
highlighted the significant connections betweeniaogariables and
productivity. Before, it was assumed that the nfactors affecting an
employee's productivity were their physical workemyironment and the
amount of money they received in pay. For the firae, it was realized
that productivity greatly relied on how happy peoplere with their work
environment (Sharma, 2014).

Organization

This school also studies the psychological prosegbat occur in
organizations, informal organizations, conflictaoge, motivation, and
relationships. It also studies various techniques fchieving
organizational development by enhancing the intemas between the
various groups of people who make up the orgamaand its internal
environment. Therefore, it can be claimed that itis$itution focuses on
how individuals behave in both official and inforhoaganizations

Conflict Resolution

It goes without saying that workers come from deatstrof backgrounds.

This further encourages the collaboration of vasigersonality types,
worldviews, and objectives. You have the right tditply disagree with

someone's views if you don't always share them.tDtiee fact that they
enable individuals to discuss and settle disputes polite way, conflict

resolution skills are crucial. However, individuatsust have an open
mind and permit the expression of other pointsiefw Maintain peace
throughout the process as you attempt to find @luten that appeals to
everyone. Organization is one of the most cruduitees in the human

relations approach and affects all aspects of Wwoekeping things ordered
offers several advantages, whether it's your phaysiorkplace or your
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workflow. It aids in improved time management aaskt prioritization.
It's essential for developing a productive workflovhis further enables
you to be effective and accomplish your deadlifeam leaders need to
be well-organized since it helps them manage diffeipriorities and
carry out work in a systematic manner. Managerstaam leaders may
more effectively execute human relations managerapptoaches by
using these abilities.

Multitasking

Every day, managers must deal with a seeminglyessdhumber of
duties, inquiries, and problems. They must spemeé thecking in with

their team to make sure things are going well sthey are accountable
for not just their own success but also that ofrtteam. A competent
leader must be able to balance several, often icon§ goals while

maintaining timeliness. Flexibility is another cialc component of

multitasking; as a manager, you must make adjudsrterworkplace or

policy changes that have an impact on your staéfty@lay operations.

Negotiation

Negotiation occurs often at work, whether it's gating a job offer,
coming to an agreement with stakeholders and trenéss, or just
managing divergent opinions. To maintain harmontwvben two sides
and obtain an agreement that is acceptable to lstithng negotiating
skills are essential. Negotiations may also benéfim effective
communication strategies like mirroring and chaggpour language to
fit your audience.

Furthermore, as promoted by the traditional puld@ministration
schools, Elton Mayo's human relations approachsgmweority to the
human factor above the components of institutidhis a trail-blazing
theory in the field of public administration tha¢eates human action as
the fundamental unit of study and views the orgaion mainly as a
social system. Employees are seen as human beirfgaman relations
theory rather than as meager human resources flugEgUipment or
human labor. It is founded mostly on the modesettahat "human
problems demand human solutions,” and as a résmppier employees
are the key to a successful organization. Those bduked this notion
disclosed that public institutions have been wagkon solutions to
human issues using non-human data. This theonyigigs four crucial
facets of the institution, and it seems that tlaglitronal theorists were
unaware of them. These are (a) the idea that aanation should be
viewed as a social system; (b) the idea that enggl®are people with all
the qualities that make people human; (c) the idatinformal elements
also contribute significantly to the overall orgaational output; and (d)
the idea that an organization should adhere tocakethics rather than
individual ethics.
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3.3.2 Criticism of Human Relation Theory

2.
3.

10.
11.

It is not supported by science.

The employees' behavior throughout the studiesunaatural. It
was truly the Hawthorne effect, which, when watcheftfers

people their best.

is anti-union and pro-management.

It placed more focus on informal relationships grald less
attention to official ones.

This idea ignored the nature of labor and was ameveof the
economic aspect.

It was unable to investigate the complex phenonwniauman

motivation.

Marxists claim that since it downplayed economgues, it is a
new way to exploit workers.

It is too preoccupied with pleasure.

It fails to acknowledge the creative energy tatanflict.

It disregarded how the workplace environment affemthployee
sentiments.

Human relations approach criticism according to Afab Alam
Ansari

1.

18

Lack of Scientific Validity:

The human relation drew conclusions from Hawthoshelies.
These conclusions are based on clinical insighterathan on
scientific evidence. The groups chosen for studyrewaot
representative in character. The findings basec upmporary
groups do not apply to groups that have continuglgtionship
with one another. Moreover, the experiments focusedperative
employees only.

Over-Emphasis on Group:

The human relations approach over-emphasizes thepgand
group decision-making. But, in practice, groups magate
problems for the management and collective decisiaking may
not be possible.

Over-Stretching of Human Relations:

It is assumed that all organizational problems areenable to
solutions through human relations. This assumpimes not hold
well in practice. The satisfied workers may noti@e productive
workers.
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4. Limited Focus on Work:
The human relations approach lacks adequate focusook. It
puts all the emphasis on interpersonal relatiodsoarthe informal
group. It tends to overemphasize the psychologispkcts at the
cost of the structural and technical aspects.

5. Over-Stress on Socio-Psychological Factors:
The human relations approach undermines the rolcofomic
incentives in motivation and gives excessive stoessocial and
psychological factors. If the wages are too love, éimployees will
feel dissatisfied despite good interpersonal retetiat the work
place. Thus, it may be said that the human relat@gproach seeks
to exploit the sentiments of employees for the berasd the
organisation.

6. Negative View of Conflict between Organizational ad
Individual Goals:
It sees conflict as detrimental when it arises leetwv an
organization's and an individual's ambitions. Cotdl are
sometimes overlooked despite their benefits in @waing
shortcomings and sparking creative ideas. To comgie their
prior focus on the individual worker, managerstsio include
group procedures and group incentives. This metiaxgreatly
increased the relevance of the study of human behand
relationships.

Because no effort has been made to research alyg@haman behavior
systematically and scientifically, the human relas approach cannot be
seen as a full package to deal with humans effegtivihe human
relations approach places too much emphasis oalsoul psychological
elements while undermining the importance of finahcentives in
motivating behavior. In reality, financial incergiv are a key factor in
inspiring employers. The human relations approaevega poor
impression of how organizational and individualiespons might clash.
These confrontations are seen as detrimental byCdnflicts are
sometimes overlooked despite their benefits in @v®ing shortcomings
and sparking creative ideas. From Hawthorne's striathich were
clinically based rather than scientifically, thenimn connection was
inferred. The trials concentrated on a specificgtgroup that was not
representative of the total workforce. The humdatie@ns strategy did
not put enough emphasis on the job. It completeiplesizes informal
groups and interpersonal relationships. The stratand technological
elements tend to be overshadowed by the socio-pkygibal ones. The
focus on group dynamics is overemphasized in thmahmurelations
approach. However, in actuality, group dynamics gradip norms only
have a little effect on how an organization opevate
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Self-Assessment Exercises

1. means the way in which managers connect to
subordinates?
2. Employers and managers need to have a vast arskyllsfto

effectively carry a human relations-focused ?
3. At the core of the human relations approach to mement lies
strong ?

4. Elton Mayo’s Human relations approach provides preidance to
the human aspect over the elements of institufions/False?

5. The human relations approach places too much enspprasocial
and psychological elements True/False?

6. The human relations approach undermines the radeaiomic
incentives in motivation and gives excessive Stogss and

factors?
7. and only have a little effect on hoverganization

operates.

8. are sometimes overlooked despite theefle in
overcoming shortcomings and sparking creative ifleas
9. The human relation drew conclusions from ?

3.4 Summary

The unit has discussed human relation approach witldetailed
explanation of Elton Mayo’s approach. Good humdatien practices
such as understanding needs and expectations doysep, providing
comfortable work conditions, resolving conflictdween management as
well as co-workers creates satisfied and motivategloyees. It results
in improvement in their overall productivity & perinance.

3.5 References/Further Readings/Web Sources

Ansari, A. A (n.d) Neoclassical Theory of Manageinen
https://karimcitycollege.ac.in> = item

Sharma, P (2014) Elton Mayo’s Human Relations Applo to

Management
https://www.yourarticlelibrary.com/management/eltoayos-
human- relations--  approach-to-management/70014
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3.6 Possible Answers to Self-Assessment Exercises AES)
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Human relations

Workplace culture
Communication skills

True

True

Social and psychological

Group dynamics and group norms
Conflicts

Hawthorne studies
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UNIT 4 SCIENTIFIC MANAGEMENT THEORY AND
ITS CRITICISMS

Unit Structure

4.1 Introduction

4.2 Learning outcome

4.3  Nature of Scientific management theory
4.3.1 The rise of Scientific Management Theory
4.3.3 .Principles of Scientific Management Theory by Tay!
4.3.4 The features of scientific management
4.3.4 Objectives of Scientific Management
4.3.5 Criticisms of Scientific Management

4.4 Summary

4.5 References/Further Readings/Web Sources

4.6 Possible Answers to Self-Assessment Exerdis€SAES)

4.1 Introduction

In the previous unit Human relation approach waswused. The unit
discussed in details Elton Mayo’s Human relatioppraach, Mayo’s
human relations skills as well as criticisms of HumRelation Theory. In
this unit, scientific management theory, principleatures as well as the
objectives of the theory will be discussed

4.2  learning outcomes
By the end of this unit you should be able to:

Discuss Nature of Scientific management theory
Explain The rise of Scientific Management Theory
Highlight the Principles of Scientific Managemeritebry
Identify the features of scientific management

State the objectives of Scientific Management:
Discuss the Criticisms of Scientific Management

4.3  Nature of Scientific management theory

Federick W. Taylor was the first to promote sciBatmanagement,
sometimes referred to as Taylorism. In order tosb@yoductivity, it
employs scientific techniques to examine the mostectve
manufacturing process. According to Taylor's s¢ientnanagement
theory, it is the responsibility of workplace maeregjto create the best
production system in order to maximize economicicefhcy.
Taylorism was the earliest kind of scientific maeagent, despite the
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fact that the phrases "scientific management” araylorism" are often
used interchangeably. , it would be more accuatdaim that the term
"Taylorism" was the first instance of scientific naement. Federick
Taylor was employed by the American steel prodiBsthlehem Steel
when he was motivated to develop his views. He sawhat steel
industry that the supervisors had very little knegde of how certain
activities were really carried out.

4.3.1 The rise of Scientific Management Theory

The goal of the scientific theory is to boost indial productivity in
order to improve output within an organization. [Bayhad a picture of
the ideal method to carry out an organizationalgassent. Instead of
complicated or problem-solving tasks, Taylor's msdemphasized
repeated, everyday tasks. Each job was precisedguned and described.
These tasks might be considerably more effectivéhédy could be
standardized. For instance, the use of technologghtsubstantially
automate these kinds of work.

According to Patrick Ward, Taylor used timing terjues on repetitive
jobs to find savings and minimize wastage of effdg also tried to make
the best use of whatever tools or resources useithdse commonplace
jobs. He was able to increase the effectivenessdividual effort by
modifying tools (or technology). Taylor also suggelsa system of
rewards and penalties to encourage effective prctincreased
production led to rewards for workers who adoptéftient methods.
Employers disciplined staff members who were unablenwilling to
adjust. Taylor thought that managers should be deduon and held
responsible for maximizing performance, whilst wenk should be
focused on labor owing to lack capacity and/or atioq.

Taylor remarked on their relationship, saying thather than being
"driven or pushed [by employers] or left to thewrounaided devices,"
employees should be "educated daily" and "get tteatgst cordial

support from those who are above them." A "closémiate, personal
cooperation between the management and the warkdithe essence of
modern scientific or task management,” accordingaglor, who also

believed that training and development was "thetnmagortant object of

both the workmen and the management"” in order édyre maximum

efficiency (Ward, 2021)

Taylorism, can be summarized as follows:

I. Plan operations using the scientific approach rathan any
customs or established procedures.

. Separate the planning function from the actual vemtkvity.
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Vi.
Vii.

viii.

iX.

Across all processes, standardize the steps, tla¢ialu the tools,
and the expenses.

Employees must be chosen and educated effectivelythieir
specific roles.

To allocate the effort among the employees, timetion, and
weariness metrics should be used.

Cooperate with or assist staff members in carrguitheir duties.
Each sector of work must have effective supergsissho are
knowledgeable in that field.

Managers and employees should have clearly defined
responsibilities.

Offer financial incentives to encourage increadatf productivity

4.3.2 Principles of Scientific Management Theory by Taydr

Frederick Winslow Taylor mentioned core principtdsmanagement in
his Principles of Scientific Management book. Thpsaciples refer to
the scientific management theory by Taylor. Such as

1.

24

Science, not the Rule of ThumbAdopting a scientific approach
to decision-making is one of Taylor's fundamentahets of
scientific management theory. Even gives up omalhagement
operations that use an unscientific methodologyeréfore, these
principles urge that you consider your actions tefxting.
Harmony, not Discord: Workers and management are the two
groups that make up an organization. They needstabksh a
"Give and Take" dynamic at work. Taylor thus plaeatphasis on
the term "mental revolution,” which refers to afsim both parties’
perspectives based on this idea. They ought tausiéseach other's
thoughts and viewpoints.

Co-operation, not Individualism: It demonstrates the value of
each individual (management and workers). Emplogkeslid get
praise and rewards from management for their véduadmments.
Employees work together with management to enhahee
company at the same time.

Development of Each and Every Person to his/her Gatest
Efficiency and Prosperity. Employees need to get sufficient
training and be chosen using a rigorous selectioocgss.
Additionally, every company needs it. Taylor setaupumber of
strategies for carrying out this job, including Wwatudy, time
study, motion study, fatigue study, and methodystud

Maximum, not Restricted Output: An organization's primary
goal is to maximize production. In this instancayldr has placed
a strong emphasis on his ideas of production masitian.
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4.3.3 The Features of Scientific Management

N =

o0k w

It is a methodical technique to managing issues

It entails the use of scientific methods fatirtg, choosing, and
training employees.

It rejects the tried-and-true rule of thumbat or miss” strategy.
It looks for the best way to do the task atltdveest possible cost.
It makes an effort to maximize each employpessluctivity.

It entails a radical shift in the managemeatid the employees'
mental attitudes.

4.3.4 Objectives of Scientific Management:

a)

b)

c)

d)

f)

Higher Productivity:

Increase in the rate of production by use of statided tools,
equipment’s, methods and training of the workers.

Cost Reduction:

Reduction in the cost of production by rational npleng and
regulation, and cost control techniques.

Elimination of Wastes:

Elimination of wastes in the use of resources aredhods of
manufacturing.

Quiality Control:

Improvement in the quality of output by researalrlgy control
inspection devices.

Right Men for Right Work:

Placement of right persons on the right jobs thhosgientific
selection and training of workers.

Incentive Wages:

Relating wage payments to the efficiency of the keos, i.e.,
giving wages at the higher rates to the efficieotkers

4.3.5 Criticisms of Scientific Management

1.

For typical jobs like assembly lines or manufactgriacilities,
Taylor's methods worked effectively. In businessebere
information and decision-making are crucial at g\@age of the
value delivery process, these ideas did not worleféectively.
This is especially true for sectors that are serbiased rather than
product-based.

Taylor's ideas drew a lot of flak for how they atid employees.
Many said that it dehumanized people by treatingnthlike
animals of burden. It often results in unfavoraberking
situations where companies benefited more but werkaw very
little pay rises. The scientific philosophy, whiclas only
concerned with effectiveness, offered nothing tp Ineanagers or
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employees understand one another or grow as leddatsrally,
these flaws spur future developments in managethenty.

3. Taylor also thought that calculating a man's rdtkloor, or how
long it takes him to complete a given job, was pthe scientific
management approach.

4. Taylor's detractors said that such a computatiobaised on a
number of arbitrary, non- scientific choices, imthg the
definition of the work and the individuals who wermed and
under what circumstances. Since each of theseblesias prone
to change, discrepancies may result. Some peophesicky
Taylorism or so-called "scientific management" toe b
pseudoscience. Others question whether the emgoyaglor
chose to conduct his measures were really repasentof the
workforce.

Self-Assessment Exercises 3

1. Scientific management, also often known as

2. and are commonly used
interchangeably.

3. The objective of the scientific theory is to inese
production within an organization by increasing the
productivity of the

4. Taylor's principles functioned well for routine kassuch as

or facilities

5. and are among bjectives of
Scientific Management?

6. Some people consider Taylorism or so-called "sifiemhanagement" to
be ?

7. Increase in the rate of production by use of stedided tools,
equipment’s, methods and training of the worke@nis of the
objectives of ScientifiManagement True/False?

8. A "close, intimate, personal cooperation betweenntanagement

and the worker is of the essence of taskr
management
9. According to Taylor used timing tégh@s on

repetitive jobs to find savings and minimize wastag effort?

4.4 Summary

Scientific management theory's primary goal is &se economic
efficiency, specifically worker productivity. Thidea is regarded as one
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of the first and finest attempts to apply scienzgiocess management
and engineering.

4.5 References/Further Readings/Web Resources

Ansari, A. A (n.d) Neoclassical Theory of Manageinen
https://karimcitycollege.ac.in> = item

Sharma, P (2014) Elton Mayo’s Human Relations Applo to
Management
https://www.yourarticlelibrary.com/management/eltoayos-
human-relations-" approach-to-management/70014

Ward, P., Frederick Taylor's Principles of ScieiotiiManagement
Theory. ~ https://nanoglobals.com/glossary/sciantif
management-theory-of-frederick-taylor

4.6  Possible Answers to Self-Assessment ExerciséSAES)

Taylorism

Scientific management and Taylorism
Individual

Assembly lines or production

Higher productivity and cost reduction
Pseudoscience

True

Modern scientific

Patrick Ward

CoNo~WNE
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MODULE 2 STUDIES IN ADMINISTRATIVE AND
MANAGEMENT THEORIES Il

This module will discuss Classical theory and itgi€isms, Max Weber’s
Bureaucratic theory, the Systems Approach, Univé&saign Theory and
Situational Design Theory.

You are advice to study each of the unit carefallyyou are expected to
answer some questions to evaluate your undersi@rafinthe various
issues as discussed. Possible answers to theanseatie provided under
each of the at the end

UNIT 1 CLASSICAL THEORY
Unit Structure

1.1 Introduction
1.2 Learning outcome
1.3 Classical theory
1.3.1 Criticism/Critical evaluation of classical etiry of
organization.
1.4 Summary
1.5 References/Further Readings/Web Sources
1.6  Possible Answers to Self-Assessment Exercig8aEs)

1.1 INTRODUCTION

Administrative and management theories are mangragounded by
many theorists, in Module One we discussed Behaziopproach,
human Relations approach/ Elton Mayo’s Human Ratati Scientific
management theory by Federick Taylor as well asritism. This unit
discusses the Classical theory. The discussioheottteories will enable
you identify their application in Administrative @Management science

1.2 Learning outcomes
By the end of this unit, you should be able to:

. Discuss Classical theory
. Carry out Critical Evaluation Classical Theory@ifganization.
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1.3 Classical theory

Administrative Theory is another name for the QtzdsTheory of
Organization. It was created in the first decadebe 20th century. The
fundamental ideas of the organization theory weesgnted in 1916 by
French manager and businessman Henry Fayol indois tiseneral and
Industrial Management." Another significant boolntvard Industry,"
authored by James Mooney and Alan Ruby and puldlish&918, came
after it. However, Papers on the Science of Adrtrai®n, an edited
volume, was published by Luther Gulick later in 798he development
of the science of administration in the first halfthe 20th century was
significantly influenced by all of these publicat®as well as a number
of others.

Henry Fayol was the first to address the broadlprob of administrative
organization to systematic reasoning. Gulick andwitk further
expanded these beliefs and created a set of gbneamatepted
organizational principles. The term "Classical Titysaf Organization™ or
"Administrative Theory" refers to all of these farfations. Because it
was one of the first formulations based on a matabexamination of
an organization, it is known as "classical.” Itegt that the fundamental
building block of analysis and design was the oizgtion. According to
the classical conceptions, a science of administrahay be established
on the basis of a number of basic organizationacmies as well as the
practical experience of administrations. The ctadsi theorists
contributed to the acceptance of the idea that midimation, which was
previously thought of as simply an art, could ddecstudied as a science.
In reality, Fayol, Gulick, and Urwick's theories n@enfluential in the
earliest stages of this shift. Classical theoriststhe other hand, like to
place more emphasis on the organizational struthame on the function
of the individuals inside it. They always put themain emphasis on
studying organizations in terms of their hierarahistructures and their
purposes. An organization is described by UrwicRdetermining what
actions are essential to any objective and orgagttiem in groups which
may be allocated to persons” in his book "Elemen#&dministration.”
He envisioned an organization by planning its oizgtional structure.

The Bureaucratic Theory of Organization and Cladsé@ministrative
Theory are closely connected. Both of these theousge a normative
perspective on an organization and are essentiatiyctive. Both support
formal organizations and place a strong emphasis h@rarchy,
professionalism, and virtues like order and impdityi.

Planning, organizing, commanding, coordinating, eegllating are the

primary components of administration, accordingrFtyol, who states
that it must be done at all levels of an organaatiThe division of labor
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is at the core of traditional administration theofcording to this
theoretical perspective, "modernity” refers to gmewing specialization
of work. This calls for the existence of a centlalreaucracy that
maintains coordination and connections betweenouaritasks via an
impersonal chain of command. In order to maintaiordination between
the tasks, the focus in this method is placed dh tiee decentralization
of functions and specialty and the centralization administrative
leadership. In this area, traditional thinking emgles the uniqueness of
command. As a result, the organizational structumest establish a
hierarchy of authority. Each level receives from time above it and sends
to the one beneath it. The system is thus basedéwarts, reason, and
command. It is a hierarchical structure in everye af its guises.
Additionally, this suggests a high level of disaiyel The fact that the
structure and the offices that make it up—rathantthe individuals—
matter makes the system essentially impersonaloigny to this idea,
people are organization functionaries. The trad#lo paradigm
emphasizes productivity in organizational activithe organization's
overarching goals and the particular goals of tiketional units are both
made evident through the command structure. Althoing traditional
system prioritizes structure above all else, thed&mental problem is
communication effectiveness. This requires a femgih including clear
definitions of roles and goals, management of alol activities, and
logical connections between various functional ainit

According to the traditional reasoning, without gbefoundational
elements, no organization can operate effectibel.more general sense,
the classical approach emphasizes that there isnade bond between
people. This presumption is known as "social atamhisften. Because
people are inherently estranged from one anothéyr tbe organization—
through its chain of command and sense of missian-aring them
together to form a single, effective, and logicalking unit. It also makes
the assumption that people are lazy, greedy, asidtdrested in anything
other than their own interests, which means thgamzational unity and
discipline can never be eased. Unfortunately, iaisnust. An ideal
workplace, according to classical management theoone that is based
on three key ideas: hierarchy, specialization, ianéntives.

Hierarchical Structure

Under the classical model, workplaces are dividao ithree distinct
layers of management in a hierarchical structutgh@ very top are the
owners, board of directors and executives that teet long-range
objectives for a firm. Middle management takes lom responsibility of
overseeing supervisors while setting goals at #gadment level to fit
within the confines of the managers’ budget. At lineest level of the
chain are supervisors, who manage day-to-day #e8yi address
employee problems and provide training.
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Specialization

According to the traditional management approaabrkvis done on an
assembly line where big jobs are divided into maaéte chunks.
Employees are aware of their responsibilities afténofocus on a
particular discipline. This reduces the need forkeos to multitask while
boosting productivity and efficiency.

Incentives
According to the conventional wisdom, compensatimtivates workers.
It contends that giving workers rewards based eir trerformance would
make them work harder and produce more. Employeas ¢an use
incentives to encourage their staff may be ableotust output, efficiency,
and profit.

1.3.1 Criticism/Critical evaluation of classical tkeory of
organization:

I. Unscientific theories are empirical and are pot to a scientific
test.

. Ignores the human element.

iii.  Neglect of sociological and psychological asise

iv. Thinks that employees should only be motivdiganoney. doesn't
hold that employees have an emotional bond withr #raployer,
ignores the voluntaristic effects of social orgatians on people.

V. The dynamism in organizational behavior canreoekplained by
mechanistic theory, treats employees like mechapanas.

Vi. Instead of descriptive theory, normative orguréptive aspects—
i.e., "what should be"—are the main emphasis

vii.  Views an organization as a system apart frtsnsurroundings.

viii.  Subjective nature of rationality, or how empées' organizational
behavior differs from their actual conduct, is naken into
account.

iX. Pay attention to organizational structure.

The Classical Theory has often been criticizedniotr using recognized
scientific procedures. The majority of this thestgnets are derived from
the adherents' own experiences and interpretativvithout a scientific
foundation, this idea is essentially a group ofvprbs analogous to folk-
lore and folk-wisdom," write Herbert G. Hicks andRby Gullet.

Additionally, Herbert Simon criticizes parts of thenets of this theory,
notably the division of function, unity of commarahd span of control
tenets. Simon claims that division of responsipgihd specialization may
be based on function, process, goal, or locatismguthe four Ps. The
Classical Theory, however, is unable to indicatéctviibase is preferred
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in any specific circumstance. The "Principles offidistration” are just
administrative proverbs, according to Simon.

Subra Mangam draws attention to another flaw inGlessical Theory.
He believes it to be a skewed theory. It has a ma&vor of an
organization's management component. It is focusednanagement-
related issues rather than other organizationaksshat affect men and
other organizational levels.

The atomistic aspect of this idea has also beanlat. Instead of seeing
people as integrated officials or fellow membergshe organization, it

takes an isolated view of them. It takes a statmechanical, and

rationalistic stance. This makes it unable to aotdor the dynamics of

organizational behavior. It is more focused onwiloek than the people
who do the job. The idea that people are just orgdional cogs is

prevalent. In other words, it fails to place anjueaon an organization's
human resources.

Self-Assessment Exercises
1.5 Summary

Although the classical notions were developed énfitst two decades of
the 20th century, many active administrators atithere to them today. It
has significantly influenced the development ofasigation theory. The
classical theorists have made an effort to idenhigy actual foundations
upon which organizational job division may be cadriout. In order to
improve an organization's productivity and effeetiess, they have also
worked to identify an efficient way to coordinateeoations.

1.6  References/Further Readings/Web Sources

Ansari, A. A ( nd )Neoclassical Theory of Manageme
https://karimcitycollege.ac.in> = item

Nwachukwu, C. C. (1988). Management: Theory andtma Ibadan,
Nigeria: ©=  Africana-Feb - Publishers

Qaiser, A. Q., Saleem, M, Mehmood, N, Irfan ,M,rdm M, and
Hameed,| (2012). © Applicability of Administrativ&chool of
Thought in Higher Education ~  Institutions of
Pakistan.Interdisciplinary journal of contemporeggearch = in
business. 3(9) jjcrb.webs.com
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Possible Answers to Self-Assessment Exercise$SIAES)

Administrative Theory

James Mooney and Alan Ruby
Human element

Primary components
Manageable chunks
Bureaucratic Theory

True

Organization

hierarchy of authority

©COoNoOGMWNE
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UNIT 2 MAX WEBER’'S BUREAUCRATIC THEORY
Unit Structure

2.1 Introduction
2.2  Learning outcome
2.3 Nature of Bureaucracy
2.3.1 Definitions of Bureaucracy
2.3.2 Strength and Weaknesses of Bureaucracy
2.3.3 Features of ideal type of Bureaucracy Functio
2.4  Summary
2.5 References/Further Readings/Web Sources
2.6  Possible Answers to Self-Assessment Exercig8a\Es)

2.1 Introduction

In Unit One we discussed Discuss Classical theondyGarry out Critical
Evaluation Classical Theory of Organization. Theesgnt unit will

discuss Bureaucracy, its Strengthened, Weakne$d®sreaucracy and
the Features of ideal type of Bureaucracy Function

2.2  Learning Outcomes

By the end of this unit you should be able to:

. Discuss the nature of Bureaucracy

. Define Bureaucracy

. Identify the Strength and Weaknesses of Bureaycra
. Explain Features of ideal type of Bureaucracydtion

2.3 Nature of Bureaucracy

The term bureaucracy contains two parts: theirbureau, which refers
to a place of business or a division of governmehhe term

"bureaucracy” refers to a certain kind of govermand herefore,

bureaucracy suggests a form of government in wkiate bureaucrats,
rather than elected representatives, make the ityagrthe decisions.
Therefore, bureaucracy is a kind of government thatontrolled or

administered by certain officials (Shambit, 2021).

Many people believe that the term bureaucracy cornesy the
widespread use of the French word bureaucraticinet@enth-century
French government. However, until the eighteenthtwy, the French
system of government only knew the term "bureauhictv denoted a
covered writing desk.
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The phrase thereafter became well known and usesssdNVestern
Europe, particularly in Britain. Once again, seVegavernments and
administrative systems have adopted it and utilizéal administer their
public administration while mostly maintaining tweginal meaning. The
idea of bureaucracy was originally formally definbg the German
sociologist and political economist Max Weber (Weh878: 956-1005).
According to Max Weber, bureaucracy is the mosteaite and
reasonable method to organize human activity, ameratchical
hierarchies and systematic procedures are requ@redaintain order,
promote efficiency, and eradicate partiality. HoeevWeber also
believed that an unrestrained bureaucracy may témeandividual
freedom by putting people in an impersonal "irogeaof rule-based,
logical control.

Vilfredo Pareto (1848-1892) is known for his wornk the bureaucracy
theory. The least we can do, according to himplg society into two

strata: a higher stratum, which is typically whére rulers are located,
and a lower stratum, which is typically where thevgrned are found.
This truth is so evident that even a novice obsemay understand it at
any moment. People or academics may not agreerdacgao Pareto.

The reality is that people vary in terms of thenygical characteristics,
moral convictions, and intellectual abilities. This Pareto's view, is the
fundamental element of bureaucracy (Sambit, 2021).

Pareto makes the further observation that thereadministrative,
relatively tiny elite everywhere that maintainsdtsminance partially via
coercion and partially with the permission of tieable subordinate class.
Rousseau believed that all men could control a conityy but Pareto has
assumed that this is impossible. However, he hasr@sl that the
agreement of the majority is concealed under miyocontrol. The
government is in charge of upholding the law andntaiing order in
the nation, as well as guarding the nation's barfflem outside attack.
Additionally, it is in charge of developing and ilementing its policies
and programs for social advancement and econoroietgr A group of
skilled officers who are efficient, swift, just, dsompassionate and who
belong to several civil service disciplines aredezkto operate a nation's
administration effectively. The people who are artpaf these
governmental services are bureaucrats. Thesealffiare notorious for
operating in secrecy (Priyanshi, 2021)

These government employees not only extract subjatter expertise
from the source material, but also give it struet@nd dedication.
Politicians come and go for a little time. Longretbureaucrats are
responsible for maintaining continuity in the cawylg government.
Therefore, bureaucracy is a necessary componegiarfy government.
The relevance of administrative civil-services liswing daily due to its
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exclusive and specialized character of work andnéeessity for more
professional knowledge in administration to imprdke quality of life
(Priyanshi, 2021)

A bureaucracy is a method of administratively cawating a large group
of individuals who must cooperate. Bureaucraciesracessary for the
operation of both public and private organizationsluding colleges and
governments. The definition of bureaucracy in igioal sense, "ruling

by desks or offices," emphasizes how impersonadugracies are often.
Even while bureaucracies may seem ineffective mstefal at times, by
clearly outlining everyone's tasks within a hiehgrcestablishing a
bureaucracy ensures that thousands of people wgsdktter in ways that
are mutually beneficial. A bureaucrat's role iscéory out government
policy, to put into action the laws and judgmentsade by elected
authorities. While some bureaucrats write rules @agiilations to carry
out policy, others administer it to individualsetitly. A distinct hierarchy,

specialization, a division of labor, and a systefnwoitten rules, or

standard operating procedures, are the four maiatufes of

bureaucracies.

2.3.1 Definitions of Bureaucracy

According to Max Weber, a bureaucracy is a highlyulated, impersonal
organization. He also established the notion thatrganization must be
governed by well defined rules, regulations, amedi of power. Max
Weber bureaucracy ideally has the following chamastics:

1. Specialization of labour

2 formal set of rules and regulations

3. Well-defined hierarchy within the organization

4 Impersonality in the application of rules

A complicated organization with numerous systemd procedures is
referred to as a bureaucracy. Effectively impleradnsystems and
procedures slow down decision-making. They arenoiee to preserve
control and homogeneity inside the company. Thegmtares that are
often implemented in governmental institutions dmg organizations,
such as businesses, are referred to as bureawscrBiceeadministration of
the organization's rules and regulations dependavilge on its

bureaucracy (Banton, 2021)

A management strategy that places an emphasis atruatured

organization where roles and levels of power aréabdished in

accordance with official regulations is referred & bureaucracy
(Priyanshi, 2021).

According to Haveman and Kluttz (2016), the terrardaucracy" refers
to a specific type of organization in which teclatispecialists are
assigned specific tasks and are expected to deiete full working
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capacity to the organization. The activities o$ttype of organization are
regulated by logical rules, a defined hierarchy] amitten documents.
According to Bert, a bureaucracy is a certain loh@rganization that is
characterized by complexity, a clear chain of comthg@ermanency, the
division of labor, professional management, anddnahical coordination
and control. Compared to informal and collegialup®, it is distinct.
Bureaucracy is best when it is impersonal, logiaal] founded on laws
rather than on affiliations with family, friendsatpiarchal, or charismatic
authorities. Both governmental and private entitise bureaucratic
organization (Rockman, 2021)

2.3.2 Strength and Weaknesses of Bureaucracy

According to Max Weber (1978), Strengths and Wes&nef a

bureaucratic organisation are as follows:

Strengths

1. Strict guidelines for behavior, employment, @mdployee codes
of conduct

2 Impersonal orientation

3. A particular area of expertise

4. Continuity in operational uniformity

5 Any management or organizational structure ceamgll have a
less effect.

6 Task allocation that is rational

7. Labor division based on different specializeleso

8. It entails a career

9 Promotions are often determined on experieneghnical
proficiency, and knowledge.

10. Testing of credentials

11.  Limited latitude for officers

12.  Tenure with legal foundation

13. Periodic tests are conducted for educationad #chnical
qualifications.

14.  The established line of command and legal reqents
Weaknesses

a) Very less or often no space for creativenessrmvative inputs
into the system

b) Highly rigid decision making system. Participatiis based on
defined authority

C) There is a severe lack of empathy or rationality

d) The origination is highly regulated by set rudesl regulations.

e) Productivity and efficiency are achieved throwsgéindardization
of processes

f) Rigidly defined jobs, process , applicationgedthnology

9) Slow reaction to unexpected crisis
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h) Bureaucratic organizational step up is not slgtdéor industry or
companies which are under great pressure to pedadrcompete
in the market.

i) Neglecting group thinking and initiatives

2.3.3 Features of ideal type of Bureaucracy Functio

Max Weber, a German social scientist, analyzed fdrenation and
administration of enterprises. The main featurethisf approach are as
follows:

1. Division of Work: There is division of work ofmasis of
specialization of jobs in bureaucratic organizationEach
employee performs his specialized work in a predbiet manner.

2. Rules and Regulations: Detailed rules and egguis regarding
work behavior, rights and duties of employee aigtdawn. Rules
are designed to ensure the consistency in worlopadnce.

3. Hierarchy of Authority: Hierarchy in organizatis is
characterized by downward delegation of authoEgch superior
exercises control over his subordinates.

4. Technical Competence: Selection and promoti@mployees are
based on the technical competence of employeemifigas also
provided to familiarize the employees with the suland
administrative procedures of the organization.

5. Record Keeping: Every decision and action isorged in its
original as well as draft form.
6. Impersonal Relations: Superiors are formalaalitigs with their

subordinates
Self-Assessment Exercises 1
2.4 Summary

Weberian bureaucracy refers to the characterigties organization that
Weber gathered to make an ideal sort of logicaleducracy. The
prescriptive parts of Max Weber's theory of bureaayg continue to be a
classic theory that governs the nature of orgaioizat as well as their
structures and procedures. The unit examined thedafmental
assumptions and constructs of Max Weber's ratidmaleaucratic
organizations and their applicability in the modera in the wake of the
information, communication, and technological rewmn that is
reshaping the structure and processes in modeamiaegions. Weber has
made methodological and empirical contributionshi® social sciences
in general and organization studies in particular.
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2.5 References/Further Readings/Web Sources

Banton, C (2021)Bureaucracy. https://www.investopedm
Haveman, H. A. and Kluttz, D. N (2016) Bureaucrhtyhe Palgrave

Encyclopedia ° of Strategic Management. Palgrave
Macmillan
Rockman, B. (2021)"bureaucracy".Encyclopedia Bniea,

https://www.britannica.com/topic/bureaucracy

2.6 Possible Answers to Self-Assessment Exercise$SIAES)

Marx Weber

to put into action the laws and judgments
Vilfredo Pareto

Max Weber

False

True

True

Bureaucracy

Governmental and private

©COoNoOs~WNE
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UNIT 3 THE SYSTEMS APPROACH.
Unit Structure

3.1 Introduction
3.2 Learning outcome
3.3  Overview of System approach
3.3.1 Importance of Systems Approach
3.3.2 Advantages and disadvantages of Systems Agipro
3.4  Summary
3.5 References/Further Readings/Web Sources
3.6  Possible Answers to Self-Assessment Exerci€®AEs)

3.1 Introduction

The previous unit discussed one of the classi@drtes which is Marx
Weber’s Bureaucracy, it explored the nature of Buoeacy, its

definitions, strength and weakness as well as ffeatun this unit we will

continues discussion on another important thedrg System approach”

3.2 Learning Outcome

At the end of this unit, you should be able to:

. Explain System approach
. State the importance of Systems Approach
. Identify the advantages and disadvantages oe8ysApproach

3.3 Overview of System approach

This strategy is often referred to as the "Syst&msroach.” Ludwing
Von Bertalanffy, Lawrence J. Henderson, W.G. Sdathiel Katz, Robert
L. Kahn, W. Buckley, and J.D. Thompson were amotyg) garly
contributors. They saw organization as an orgapen system made up
of cooperating, interrelated elements, or "subsysté The system
approach views management as a system, or as ganiped whole,"
composed of subsystems that are integrated intwoéevar in a systematic
way.

Jason Gordon observes that the assumption thatythivey is
interconnected and interdependent is the foundatibrihe systems
approach. A system is made up of connected anchdepécomponents
that, when they work together, create a cohesiv@evliA system is just a
collection of elements or components that comethmyeto produce a
complicated whole. The Organization is seen as@enystem made up
of Interrelated and Interdependent Parts thatadotesis Sub-Systems by
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the Systems Approach to Management Theory, whioftés recognized
as the cornerstone of Organizational Developmemé. @rganization is
seen as an Open System made up of Interrelatesheandependent Parts
that Interact as Sub-Systems by the Systems Apbrzadlanagement
Theory, which is often recognized as the cornesstoihOrganizational
Development.

These subsystems together form the organizatioified single system.

A business, for instance, is a system that may lslesystems for
manufacturing, marketing, finance, accounting, aftfier things. As a
result, rather of being researched separately tsoemanother, the many
sub-systems should be examined in the context efamother. These
subsystems together form the organization's unifiegle system. A
business, for instance, is a system that may haNesystems for

manufacturing, marketing, finance, accounting, atiter things. The
many sub-systems should thus be investigated inctimeext of their

interactions rather than in isolation from one &rot{Gordon, 2022).

The systems theory approach is the way of lookingrganizations as
open social systems that must interact with th@iragindings in order to
thrive. Customers who buy the product or servioppsiers who provide
the materials, workers who give labor or managensrdreholders who
invest, and governments who regulate are just eofetive key resources
that organizations rely on from their surroundingfe fundamental
function of public relations, according to Cutlipad. (2006)is to assist
businesses in adjusting and adapting to changéginenvironment.

By adapting General Systems Theory to organizaltibehavior, Katz
and Kahn introduced the open-systems method. Beffgal (1951) and
Katz and Kahn (1966). By mapping the recurrent e&ycof input,
throughput, output, and feedback between an orgtaaizand its external
environment, this technique pinpoints organizatidrehavior. Systems
take information or resources in the form of infrotn the environment.
The systems then internally digest the input, ac@se known as
throughput, and release outputs into the environnmean effort to bring
the environment back to balance. After then, tretesy seeks feedback
to ascertain if the output was successful in ré#istaing balance. As can
be seen, the systems approach emphasizes longstgettives rather
than the short-term goals of the goal-attainmept@gch and focuses on
the methods employed to ensure organizationalenast

Systems may be thought of either open or closeatéiieally. In contrast
to closed systems, open organizations engage ounas energy, or
information exchange with their surroundings. Ituafity, social systems
are often described as being either relatively edosr relatively open
since no social system can ever be entirely closegpen. The degree of
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sensitivity to the external environment determimgdgether a system is
closed or open. Open systems are responsive tooenvental changes,
while closed systems are unresponsive to envirotaheariations.

The systems approach is an outside norm that eeslyzerformance
based on sustainability or long-term developmenorber to "avoid the
static implications of equilibrium and to bring odhe dynamic,
processual, potential-maintaining qualities of famgntally unstable...
systems," systems theorists refer to the steady sfeeffective systems
as homeostasis. An organization is functional if cién sustain
homeostasis, which encompasses both growth andivalurvlhis
viewpoint is more expansive and all-encompassingn tithe goal-
attainment method because it goes beyond judginigprpgance as the
accomplishment of objectives set by powerful in&oalitions that may
or may not be advantageous for the whole firm. difeness is "how
successfully an organization is serving the expecta of the many
groups and organizations that are involved witlisrations,"” according
to Pfeffer and Salancik. According to systems tieitie most successful
organizations change with their surroundings. Tlweldis events that
have any effect on an organization's operationgesults are referred to
by Pfeffer and Salancik as the environment. Envirents may be
described as "static" or "dynamic" depending on ghtaation. While
dynamic settings are always in change, static enwients are more
predictable, stable, and have less variance. Qrgaoins have a range of
dynamic or static environments since surroundiragsot be fully static
or continually changing.

To sustain homeostasis, organizations that opératgnamic situations
must be open systems. Dynamic environments pravide of confusion
around what a company needs do in order to suridbedevelop since
they are always changing. Information is the key ravigating
uncertainty. An open organization keeps an eyetogurroundings and
gathers data on environmental variations that Essitied as input. You
may consider input to be a kind of feedback. Actwydto systems
theorists, negative information is the most cruaiaice it informs the
organization to issues that need to be fixed. Redi¢éedback informs the
organization that it is doing something well anadld intensify that
activity, negative feedback informs the organization that it iS doing
something wrong and needs to make modificatioriitine issue.

The information is then organized and processeatgpgnizations in order
to provide answers or solutions to these changpsenQystems utilize
information to react to environmental changes arakenappropriate
adjustments, as stated by Cutlip et al. in 200& Modifications either
impact the organization's process, structure, t¢in.lrganizations have
structures that define who they are, while theyeharnocesses that define
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what they do. The purpose of adjustments is toedsa, maintain, or
increase variances. For instance, a company mageléz downsize in
order to maintain its competitiveness. Other bussas could alter their
procedures to comply with fresh environmental ragahs. Throughput
is the process of combining positive and negathyaui to respond to
environmental change. The organization examinesirife@mation it
receives and strategically tailors it to fit witls iaims, values, and the
context of its relationships with the public.

An organization's activities and communicationwseas its output after
it makes environmental adjustments. The auto imgusbntinuously

tempts people to sample the newest models in tipeshdhat it has
adjusted to shifting expectations. Numerous aut@rskave recently
tried to portray their goods as "green" or ecolatiycfriendly. However,

messages alone are insufficient. If the automolalesnot really more
environmentally friendly, then these statementd witimately reach

skeptics and tarnish the organization's reputa#onompany asks for
comments to determine how successful its produgtiomhe procedure
is continued until the right answer is determinfeitsi actions and words
were ineffective. The organization will ultimatelginish if it cannot adapt
to the changes in the environment. A systems-@dnbmpany's public
relations specialist continuously emphasizes feekllzs a metric for
gauging the effectiveness of the organization.

A public relations specialist may develop proceduos routine feedback
to the organization, aligning it with the needs tbe public in its
surroundings, by using the academic notion of systtheory. This idea
may be helpful in comprehending how research aedifack play a part
in developing a properly thought-out and cohereppraach (the
throughput stage of information in systems thedFjie conceptualization
and justification of the public relations departi'®mesearch budget, as
well as the necessity of making choices that gjreadly align an
organization's public communications with the imfiation that the public
needs, are aided by the information analysis aatksjy creation process
known as throughput. By putting this strategy immactice, public
relations is prevented from being employed asagiitforward publicity
function and is instead integrated into the stiatptanning process.

3.3.1 Importance of Systems Approach

The systems perspective is crucial because itoffex wider picture. It
views each division and subsystem as providing soimgto the greater
organization. Organizational success is measurea whole rather than
by the performance of one department over anottetts look at an
example. If a corporation has a sales-related prolithat we only view
as being handled by the sales department rather bya all the
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departments working together, we may not be abkolee the problem
successfully.

A solely sales-oriented approach will put additigmessure on the sales
staff to grow sales, which will negatively impalsetcustomer experience
as the sales department will make every efforptseil or cross-sell. But
if we take a systems approach and look at the istgsales from a broad
perspective, we can discover that poor product ityuahsufficient
product promotion, or a lack of post-purchase suppay be to blame
for a decline in sales.

The business may therefore concentrate on its mrerg objectives and

strategy to ensure the production of high-qualipds and services and
a positive customer experience. That will assistftrm as a whole, not

only with the sales issue.

A systems perspective helps understand how eaclpament functions
and how it contributes to the whole system.

3.3.2 Advantages and disadvantages of Systems Apaoh

a) Advantages
The benefits of this approach are:

1. It helps to see the problem at holistic level egsolves the issues

2. Systems approach helps understand the probiearbetter way
and comes up with more efficient solution

3. It clearly defines the scope or the boundany dgstems and
problems where in influence of internal and extefaetors can be
seen

b) Disadvantages
This approach has its disadvantages:

1. Sometimes problems are too complex and needs farc the sub-
systems rather than keep seeing system as a whole.
2. While designing from bottom to top, focus on -syBtems is

required and important details can be left in dasas is only kept
on overall system

3. Many a times while solving a specific issue te#&al focus on a
component and not on overall system

Self-Assessment Exercises:
3.4  Summary
Everywhere you look in our world, systems theorprissent. It has been

used in research and medicine to comprehend thamilmody better. It
helps businesses perform better and produce besteits in the business

44



POL 821 MODULE 2

sector. Employees are more concerned with reachisigared objective
for the organization under the systems approaateioagement than they
are with operational results. The approach reptedea fundamental
break from classical management thought, which sampanies as
simply understood basic machines. Understandinguesss like
organizational behavior, organizational change, amdanizational
development is made easier by this idea.

3.5 References/Further Readings/Web Sources

Cutlip, S. M., Centre A. H., & Broom, G. M (EdsEffective public
relations Upper ©  Saddle * River, NJ: Pearson Rment
Hall.

Gordon, J (2022). What is the systems theory of agament? -
https://thebusinessprofessor.com/en_US/management-
leadership-" organizational- ©  2022behavior/systémesry-
of-management

w
0

Possible Answers to Self-Assessment Exercise$SAES)

True

Open System

Systems theory approach
True

Feedback

Development
Homeostasis

Issues

Communications

©CoOoNoO~WNE
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UNIT 4 UNIVERSAL DESIGN THEORY

Unit Structure

4.1 Introduction

4.2  Learning outcome

4.3  Nature of Universal design theory
4.3.1 Principles guiding Universal design
4.3.2 Principles guiding Universal design

4.4 Summary

4.5 References/Further Reading

4.6 Possible answers to Self-Assessment Exercise

4.1 Introduction

The previous unit discussed System approach, tiperiance of the
approach as well as advantages and disadvanta@ysteins Approach.
In this unit we will discuss Universal design thgamd their application
in administration and management

4.2 Learning Outcome
By the end of this unit you should be able to:

. Discuss the nature of Universal design theory
. Discuss Universal design in Management and Adstriation
. Highlight Principles guiding Universal design

4.3 Nature of Universal design theory.

A design concept called Universal Design Theory TYDtrives to
increase accessibility for individuals with impa@nis. The fundamental
tenet of UDT is that everyone must have accessproduct in order for
it to be utilized by as many people as possibldz@Pe2022). A broad
variety of individuals, regardless of age, sizehandicap status, may use
physical, learning, and working settings that haeen designed with
universal design in mind..While universal desigoamages accessibility
for people with impairments, it also has advantdge®thers. The goal
of universal design is to improve everyone's quabf life. It is
environment-driven. The defining characteristicshe design approach
have become fixtures in society, such as the ausmrsliding doors in
malls, the ramps and step-free entrances to bgsdithe multi-sensory
interactive public maps and directory systems, theddifferent levels at
counters. The stigma associated with disabilite¢essened through
universal designs, which also level the playinddfi®r society in terms
of use. Because a universal design focuses on nsaiveisability,
customized programs and services shouldn't neebet@articularly
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created for society. This design method also Has@able influence on
the economy.

The term "universal design" was coined by the &echiRonald Mace to
describe the concept of designing all productstaedouilt environment
to be aesthetic and usable to the greatest extessilpe by everyone,
regardless of their age, ability, or status in life

Design science research (March and Smith 1995y enarative mode of
research. Design Science Generative research mnbansscientific
discoveries proceed from the design and creatioartificts, and from
evaluation of such artifacts in use. Design sc#sittreate knowledge by
generating designs, generating artifacts from tlesgégns, and studying
these artifacts in practical usage. Design scieoperates with
prescriptive rather than descriptive theories beedhe nature of designs
is action oriented. This action orientation aribesause designs show
how we “do things.” Design theories fundamentadiiate a general class
of design problems with a general class of desajutiens.

Design science research has great potential yatumanagement and
information systems. It offers a possible improvatma the usefulness
of research for management, which is regarded byesauthorities as a
problem: “academic management research has a setiblization
problem” (van Aken 2004, p. 219). From this perspe¢ management
research results are too descriptive and historkeal reflective studies
for managers facing current problems, the direefulsess of such
histories is questionable. Post mortem analys&sbyear’s decisions are
less relevant than help and advice for the issuasagers face. If
management research became less descriptive ardomescriptive, and
less historical and more design-oriented, the tytibf management
research could be increased dramatically. Managemnesearch could
lead to a new form of theory, a design theory iimgg of “field-tested
and grounded technological rules” (van Aken 20@05b). This notion
constitutes a design science research approachriagament.

4.3.1 Universal design in Management and Administitgon

Management not only involves administering procé@sprovement
efforts, but also deciding which of these myriagpraaches should be
used to frame the effort within the product devetept organization at
hand. This approach selection process can be viawadiesign problem
because it is concerned with the adaptation oflavai means to an
environment (Simon 1996).

Improving organizational processes and managinguymtoand process
quality is a particular area where advice for mamags urgently needed.
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The basic assumption made in this arena is thattadity of products
and services is a direct result of the quality mfamizational processes.
The principle is simple and proven: Improve theamigation’s processes,
and the goods and services it produces will alsorave. Here design
theories could prove highly practical as well aadmmically novel. The
“big three” approaches to process improvement dre t¢eneral
International Standards Organization (ISO) starslafdr quality
management systems (ISO 9000), the more techniodl product-
development oriented Capability Maturity Model (CNIMind the more
specific ISO standards for process improvement

4.3.2 Principles guiding Universal design

The result has been used globally ever since:

1. Equitable Use
The design needs to be useful and marketable toiducls with
diverse capabilities, and should provide the saneans for all
users. It should still be appealing and avoid ggEieg or
stigmatizing its users.

2. Flexibility in Use
The design should accommodate a wide range offus&rences
and user abilities. There should be a choice imtbéods of its
use, and should facilitate accuracy and precisas,well as
provide adaptability according to the user’s pace.

3. Simple and Intuitive Use
The design should be understandable, regardlegheotser’s
experience, skill-set, or concentration level. hosldn't be
unnecessarily complex, and needs to be consisteith w
expectation, information, and provide effectivedieack.

4. Perceptible Information
The information the design communicates should fiecteve,
regardless of the space, conditions, or user’sosgrabilities. It
should be legible and utilise different modes, tmial, verbal,
tactile) and be compatible with techniques and ak=ui

5. Tolerance for Error
The design should minimise hazards or any uniniérafions.
This can be achieved by arranging elements by & osed and
most accessible, with any harmful elements elineidaWarnings
should be provided.

6. Low Physical Effort
Minimum fatigue should be achieved during the de@sigise. It
should be efficient, comfortable, and avoid repatior any forced
uses.

7. Size and Space for Approach and Use
Appropriate size and space need to be provideditfouse,
regardless of the user’s mobility or size. Cleghsievels should
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be facilitated, appropriate levels for reachingcamomodate
variations in grip, and provide sufficient space fbe use of
assistive devices and external help.

Universal design principles can be applied to mamyironments,
products, and services, including learning envirents,
resources, and methods of instruction.

Self-Assessment Exercises:
4.4  Summary
4.5 References/Further Readings/Web Sources

March, S. T., and Smith, G. 1995. “Design and NatGcience Research
on Information ©  Technology,”Decision Support Sysse 15
(4): 251-266.

Pelze, K ., The Universal Design Theory of Accetisib
https://medium.com/upskilling/the- universal-desig
theory-of-accessibility

Simon, H. A. 1996. The Science of the Artificiakrd3ad.), Cambridge,
MA: MIT Press.

Van Aken, J. E. 2004. “Management Research BasdbeoRaradigm of
the Design Sciences: The ~ Quest for Field-Testetl Grounded
Technological Rules,” The Journal of Management tudi@es
4(2):219-246.

Van Aken, J. E. 2005b. “Valid Knowledge for the féssional Design of
Large and Complex Design Processes,” Design &udi
26(4): 379-404

4.6 Possible Answers to Self-Assessment ExercisqSAES)

10.  Universal Design Theory (UDT)

11.  True

12.  True

13.  Descriptive theories

14. Management and information systems
15.  Flexibility in Use

16. True
17. User’s sensory abilities
18. False
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UNIT 5 SITUATIONAL DESIGN THEORY

Unit Structure

5.1 Introduction
5.2  Learning outcome
5.3  Nature of Situational design theory
5.3.1 Situational design theory
5.4  Summary
5.5 References/Further Reading
5.6 Possible answers to Self-Assessment Exercise

5.1 Introduction

In unit 4 we discussed the nature of Universalgtesiheory, Universal
design in Management and Administration as welPasciples guiding
Universal Design theory . In the present unit 5wilediscuss the nature
of another theory called situational Design Theaity,nature and
application in Management and Administration

5.2 Learning Outcome
At the end of this unit, you should be able to:

. Discuss the nature of Nature of Situational giesheory
. Discuss Universal design in Management and Adstriation
. Highlight Principles guiding Universal design

5.3 Nature of Situational design theory.

This theory emphasizes the human aspect of theniaagaon. There are
several sub-streams, such as Behavioural Appré&&gtems Approach,
Structural-Functional Approach, Human Relationsdrieand other Paul
Hersey and Ken Blanchard developed the situatithreary, sometimes
known as the situational leadership model, whilerkimg on
Management of Organizational Behavior. "Life cyctbeory of
leadership” was the name given to the idea whewai$ originally
presented. The leadership life cycle theory wasamesd "Situational
Leadership Theory" in the middle of the 1970s. Tiezlel developed by
Hersey and Blanchard is seen as a component ofittee situational and
contingency theories of leadership, which also udel Fiedler's
contingency model of leadership situations. Ther@o one optimum
style of leadership, according to the situatioresddership theory. As
opposed to the permanent talents or traits oféhddr, what constitutes
the most successful leadership style varies on dbetext of an
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organization, including the tasks or challengebaatd. There is no one
"best" approach to manage a team, according ttutidamental tenet of
situational leadership theory. In other words, delreg on the
circumstance, you should modify your leadershipreagh. In further
detail, it depends on the "maturity” of the parfaufollower you are
attempting to sway (Thompson & Vecchio, 2009).

By acknowledging that there are many different waysolve a problem
and that leaders must be able to evaluate a situatid the maturity levels
of subordinates in order to determine which appnoadl be the most
effective at any given time, the situational appio#o leadership also
avoids the pitfalls of the single-style approaclheiefore, situational
theories pay more attention to the intricacy of ayic social
circumstances and the many actors playing varialssrthat will
eventually influence the result.

The foundation of situational theories of leadgysisi the idea that the
best leadership approach varies depending on tbentstance. A leader
must be able to modify his style and strategyttedrious situations if he
is to be most effective and successful. For ingaseme workers perform
better when their manager has a more dictatoridlaathoritative style.
Others will have a better chance of success itehder can take a back
seat and rely on his team to make choices and carryplans without
direct supervision. Similar to the previous poinpt all corporate
environments and industry types call for the saetea$ abilities and
leadership qualities. While innovation is highly lned in certain
industries, personal charm and a strong customiatiaeship are
significantly more crucial in others.

5.3.1 Situational design theory in Management and
Administration

According to the situational theory of leadersHgaders should use a
variety of leadership philosophies depending ondiheumstances and
the degree of team member growth. It is a successddership style

because it adjusts to the requirements of the &adhcreates a win-win
situation for the entire business.

Leadership style

Depending on the situation, many leadership phpb&s are successful,
according to Blanchard and Hersey. One-way comnatioict is included
in “telling,"” where a leader only issues ordersvi® orders is a part of
"selling,” but it also requires having a dialogued alefending choices.
Actual discussions on the best course of actiowdh management and
staff constitute "participating.” Allowing certaemployees, other than
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the management, to genuinely make their own dewsibased on
judgments is referred to as "delegating.”

Maturity Levels

Hersey and Blanchard's paradigm has four main ntatlavels. M1

defines workers who are incapable of acceptingarsipility and who
lack even the most fundamental abilities necessaperform their jobs.
M2 refers to workers who possess some of the fuedgahskills but are
unable to accept full responsibility. M3 refers wwrkers who are
competent and experienced but lack the confidelcassume full
responsibility. M4 refers to workers who can asstulleesponsibility..

Motivation Cycle

A competent leader can negotiate and guide tham téhrough the four
phases of the fundamental motivation cycle desdriipeBlanchard and
Hersey. D1 concerns employees who are incompetehtiamotivated.
D2 features employees who are highly motivatedlécik competence.
Workers in D3 are highly competent yet under ma&da D4 calls for
highly competent and highly motivated employeese €mployees will
be at various stages of this fundamental cycle.

Motivation

Motivation is a crucial component of managementcoading to
Blanchard and Hersey. The finest managers discsivategies to appeal
to the distinctive psychology of the people theg aorking with rather
than repeating themselves after a predeterminetpt.scDifferent
employees will require different motivational appcbes due to their
varied demands. The goal of situational leadergtepry is to promote a
more natural method of managing.

Self-Assessment Exercises
54  Summary

The unit was concluded by discussing situationaigie theory. The
theory as discussed is very important in admirtisgaand management
sciences. According to the situational theory aflership, leaders should
use a variety of leadership philosophies dependmghe circumstances
and the degree of team member development. kuseessful leadership
style because it adjusts to the requirements ofetfi® and creates a win-
win situation for the entire business. People béhilities can live freely
thanks to inclusive design solutions created thinougiversal design,
which also encourages usability and accessibiltig availability and use
of goods, services, and surroundings can have gadtron a person's
capacity to maintain as much independence as feasib
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5.5 References/Further Readings/Web Resources
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5.6 Possible answers to Self-Assessment Exercise

Paul Hersey and Ken Blanchard

1970s.

Situational leadership theory

Single-style approach

True

True

M3

A competent leader , Blanchard and Hersey
Management

©CoOoNoG,~WNE
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MODULE 3 HENRI FAYOL'S PRINCIPLES OF
MANAGEMENT

In the previous module, we discussed Classicakyhand its Criticisms,
Max Weber’s Bureaucratic theory, the Systems ApgtpdJniversal
Design Theory and Situational Design Theory. Thesent module
discussed Henri Fayol's principles of managemenniversal truths:
Division of work, Authority, Discipline, Unity of @anmand, Unity of
direction, Subordination of individual interest, rReneration,
Centralization, Scalar chain, Order, Equity, stgbipf tenure, Initiative,
and Esprit de corps. Functions of managers: plannorganizing,
commanding, coordinating, and controlling

You are advice to study each of the unit carefallyyou are expected to
answer some questions to evaluate your unders@rafinthe various
issues as discussed. Possible answers to theanseatie provided under
each of the at the end

UNIT1  FAYOL'S PRINCIPLES OF MANAGEMENT |
(DIVISION OF WORK AND UNITY OF
COMMAND)

Unit Structure

1.0 Introduction
1.1 Learning outcome
1.3 Division of work,
1.3.1 Unity of Command
1.4 Summary
1.5 Reference/ Further Reading
1.6 Possible answers to Self-Assessment Question

1.1 Introduction

The previous unit discussed situational designrihebe importance of
the approach as well as advantages and disadvantag&ystems
Approach. In this unit we will discuss base oucdssion on two Henry
Fayol's Principles of Management principles nam@&iuision of Work
and Unity of Command.
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1.2 Learning outcome
By the end of this unit you should be able to:

. Discuss Henry Fayol’s Principles of Division obik
. Examine the Unity of command Principle

1.3 Principles of Division of work

This is Henry Fayol's initial guiding premise. Acdimg to this principle,
employees perform better at work when their taskes allotted in
accordance with their areas of expertise. Thereforeaking down the
labor into smaller components ends up becoming dating. Staff
members do specialized responsibilities not justeprbut also on a
regular basis, hence specialization is vital (Ubue§ Nnadozie, 2015).
Both businesses with a large workforce and thosie avsmall workforce
may use it. The idea behind this rule is that tadieuld not be focused
on a small group of persons who are not capablendlling them. This
rule also means that it's important to avoid dilgtivork by assigning it
to too many persons at once. It ensures optimalrlabe and maintains
their concentration and diligence. Fayol statedt thHiiciency and
effectiveness may be attained if one staff membeoing one thing at a
time and another is doing something else, accortbrgchinivu et al.
(2017).

There are work divisions in startups.

However, as shown in the many companies that wammed, Work is
divided into departments, starting with the finardspartment, which
handles all financial transactions and recordsiiira statements so they
can forecast the organization's financial positiés. the principle
foretells, not everyone in the department will perform the same tasks;
some may be assigned to handle bank-related tasiksis to prepare
vouchers, and still others may be in charge ofudistments. The Head
of Department is responsible for allocating workhivi their department
to staff members based on their areas of expeifise.administration
department, which the majority of corporations sifysas both admin and
human resource, is another feature of these fiBtedf in this division
specializes on employee welfare, document filimgl b distribution in
accordance with management directives. Then tisetteeimarketing and
sales division, which employs specialized employ¢essell and
encourage sales of the business's goods. Sinceatteeygtartups, the
majority of them heavily rely on the marketing depeent, which defines
the size of their client base and how far theidpict may go in the market.
The quality of the final product is improved by idimg the job among
the employees.
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According to Henri Fayol, specializing in a fieldl work boosts output
and boosts effectiveness. The division of labay atscourages employees
to specialize and improves their accuracy and sp@eth management
and technical tasks may benefit from this idea. diliesion of labor is the
arrangement of duties given to and carried out teaen of employees in
an effort to boost productivity. Division of worgmmonly referred to as
division of labor, is the process of breaking davproject into a variety
of smaller jobs that together make up the largéviac This implies that
any number of processes may be required for theplstion of a single
task. According to this theory, each of the plansutd only have one
head, one aim, and one plan. Naturally, organimatianction according
to predetermined goals (Drucker, 1954, cited imégbu & Nnadozie
(2015)). However, this should not be confused wépartments and units
that seem to have separate goals. Fayol was rejewithe fact that an
organization would inevitably have core goals tmatst be pursued, as
well as departmental and unit goals that must ladésattained in order to
accomplish the united aim.

1.4  Unity of command,

According to Fayol, each employee or subordinatukhreport to a
single manager. The rule of unity of command ikbrowhen a worker
receives directives from two superiors at once. gBjnsaid, workers
should only report to and receive instructions frone supervisor. This
idea was crucial in Fayol's opinion. He believedt i it were broken,
stability would be at jeopardy, discipline would bempromised, and
authority would be compromised. When work is donegroups and
teams, as is the case in the majority of orgammatitoday, it simply
means that each group has a coordinator or superfism whom
instructions are received. Additionally, this caoetor is not the only or
primary manager (Uzuegbu & Nnadozie, 2015). In luwigh current
realities in many organizations, their study argtieat this principle is
rigid and requires modification. They felt that Bajwas not explicit to
show if it means that only one person can give rgrde whether two or
more persons can give instructions/directions tpleyees but not at the
same time." In certain organizations, team membendd likely follow
orders from many coordinators or supervisors aepfar instance, the
head of administration may direct the financialme#s a result, it is
common for staff members to receive orders fromestpors outside of
their departments or immediate divisions (Nwachuk®@88).

According to (Uzuegbu & Nnadozie, 2015), which apitypical
scenarios in many companies, work is done in gr@ngsteams, which
implies that each team will have a supervisor veisoes instructions. The
fact that most startups have a small but manageasonnel base and a
tendency to cooperate with one another, with membefr upper
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management being involved in the operational sidie business, was
another finding.

Teams should be working together with a single godla single strategy
while being led by a single manager. "It is thendion necessary to
unity of action, coordination of power, and concatibn of endeavor,”
according to Fayol. According to Shawn Grimslew timity of command
concept, which states that each employee should @port to one
supervisor, is a fundamental component of managerpbkitosophy.
Study the meaning and significance of unity of candy the guiding
principles of this management style, and the liekneen position and
authority. The term "unity of command" refers tdldwing a single
superior's commands. According to Fayol, "unconafaitity manifests
itself as soon as two superiors assert their aiyhowver the same
individual or department. Conflicts arising from alucommand are
constant. According to this theory, a person shoatdy receive
commands from a single superior in order to avoihfasion and
successfully carry out his obligations.

According to this theory, a person should only repm one employer so
that he or she may grasp what has to be done arnydtoaut methodically

and more effectively. If a person is given instimes from more than one
employer, he will undoubtedly get confused abow thuties and be
unable to complete even a single task because Ihbeniaced with the

guestion of "whom should he follow?" Consider betoarthe CEO of a
Silicon Valley-based technology company as an exarvhile the board

of directors of your firm oversees policy decisiamsl strategic planning,
you solely report to the chairman of the boardocoedance with the unity
of command principle.

When there are several bosses, ego conflicts betéeebosses might
occur because each one wants his subordinaterjoa#rhis commands.
This ego conflict issue also leads to contradict@rgumstances inside
the company, which impedes its ability to flourib.show how unity of
command works from the bottom up, let's take a mmna&d climb a
corporate ladder. Assume you are a brand-new sgster@lyst at the IT
firm. For better or worse, you are at the bottonthefladder and have no
authority over anybody. You do, however, have asupor for your unit
who reports to her department manager. The CE@sjgonsible for the
department manager. The board of directors’ chairisathe CEOQO's
subordinate.

In order to prevent disagreement, orders and diesctome from a single
source, and employees never get instructions framerthan one person
at once. Additionally, no employee accepts direcfrom anybody other
than their immediate boss. This may sometimesliigeshazy. Fayol did

57



POL 821 ADMINISTRATIVE AND MANAGEMENT THEORIES

not make it clear if this meant that just one persould issue commands
or whether two or more people could do so, busimtltaneously. If the
former is true, this concept has to be modifiedsiit is dogmatic and
does not take into account the reality that mamgaoizations are facing
right now. Given that work is often done in teanmsl groups in most
organizations nowadays, this merely implies thahegroup will have a
coordinator or supervisor who issues instructiohdditionally, this
coordinator is not the only manager or overall bd&snilar to this,
employees of a certain work team in some complithtesinesses would
probably follow directions from many coordinatotace. For instance,
the head of a financial department may train pargbabout finances,
and the head of an electrical department can ictstvarkers regarding
electricity as well, and vice versa. As a restiis common for employees
in both big and small organizations to get ordeosnfsuperiors outside
of their local units, sections, and departments gblwkwu, 1988). In
today's world, organizations ranging from the railt to government
agencies and businesses, small businesses albkthapto multinational
enterprises, use the notion of unity of commanddeédstanding unity of
command can help you better grasp how many comateand public
organizations function, which might help you becaanieetter employee
or manager.

There have been many arguments made againstéaisadd one of them
was offered by experts like Dimock and Dimock. Acling to them, the
idea will have some practical significance if thegamization is tiny,
meaning it may or may not be put into practice. Tha&y of command
has been successfully applied in the military seatowell. The notion,
however, cannot be used in general public admatietr or civil
administration. There isn't just one individuakimarge, especially if the
organization is big.

A worker can be required to serve more than onganas which case he
will follow their instructions. This has to do witiow one management
is structured. In such case, a worker cannot dlaahhe would only obey
one boss' orders and not those of other bossesy btganizations have
a set of supervisors who are all permitted to givders. In such an
organization, the unity of command concept willdeéa confusion. Some
claim that major organizations were nonexistentriuFayol's time.

This principle also has another problem. It is im@ot to adhere
rigorously to the coordination concept for better raore effective
management. However, some detractors claim thatdledination is
irrelevant to their principles. The division of @bor division of task is
truly observed in contemporary organizations. Hosveva lot of
detractors contend that the division of labor skt@and unity of command
are incompatible. The organization is becoming biggvery day, and

58



POL 821 MODULE 3

against this backdrop, the usefulness of this isleapidly dwindling. All
the departments of an organization must work ircipeeand efficient
coordination.

Simon has harshly criticized this idea in his Adistirative Behaviour. He
rejects the notion that the organization will be more effectively and
with better management if the unity of command emdds honestly
upheld. The concept itself is overstated. Accordm&imon, a variety of
elements affect a management's effectiveness andfdhem is the unity
of command. But this one is not crucial. Simon added that the well-
known specialization principle is violated by th@ty of command. Let's
quote him: "This idea's main flaw lies in its incoatibility with the
principle of specialization."

It is believed that both specialization and unitxommand are essential
for the better administration of any contemporamyanization, and that
they cannot both exist at the same time. He hasradted that the unity
of command is an excessively simplistic idea. Apglyit in modern
organizations would be impossible. According to &mmanagement
will be difficult in situations where there is a nfbct between
specialization and unity of command. It has readimdticism from Peter
Self in a different way. He claims that the notisrfunworkable” in its
entirety. Watch what he says, shall we? The matifieity of command
model is more often accepted in theory, but in ficacline supervisors'
coordinative and arbitrative authority is frequgritlr less than what the
theory predicts. Unity of command often signifigtld more than the
availability of conflict resolution mechanisms.

Positive impacts of this principle:

1. Prevents dual subordination;

2. Easy to fix responsibility to an individual,

3. Harmonious and cordial relation among the mamant and the
employees; and

4. Performance of the employees will increase

Self-Assessment Exercises (SAES)
1.5 Summary
Division of Work and Unity of Command .are mamymponents of

Henry Fayols Principle of Management. The two pples makes
positive impact in an organization when adopted
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Possible Answers to Self-Assessment ExercidgSAES)

Division of work

True

efficiency and effectiveness
The employees.

Single manager

Single strategy

True

Orders and directives

unity of command
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UNIT 2 FAYOL'S PRINCIPLES OF MANAGEMENT I
(AUTHORITY, DISCIPLINE AND UNITY OF
DIRECTION

Unit Structure

2.1  Introduction
2.2  Learning outcoms
2.3 Authority principle
2.3.1 Discipline principle
2.3.2 Unity of direction principle
2.3.3 Importance of the unity of direction prin@pin an
organization
2.4  Summary
2.5 Reference/Further Reading
2.6  Possible answers to Self-Assessment Question

2.1 Introduction

The previous unit discussed situational design riheldenry Fayol’'s

Principles of Management principles namely: Diusiof Work  and

Unity of Command. Their importance in an organizatwas discussed.
The present unit will discuss Principles of Auttypiand Responsibility,
Discipline principle and Unity of direction prindgand their importance
in an organization.

2.2 Learning outcomes
By the end of this unit, you should be able to:

. analyze Henry Fayol’s Principles of Authority aRdsponsibility
. evaluate Discipline principle
. Unity of direction principle

2.3 Principle, Authority and Responsibility

According to Fayol, "Responsibility is the conseee of authority and
authority is the right to make instructions andeiee compliance.”
Authority is the ability to make choices, and resqbility is the duty to
complete a task that has been delegated to yow! Balieves that there
should be a balance between authority and responsibility; for example, if
an employee is given a duty, he should also bengive necessary power
to carry it out effectively, and vice versa. Offegiresponsibility without
giving authority increases the possibility of povedause, while giving
responsibility without giving authority prevents skers from carrying
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out their duties effectively. The outcome of povearesponsibility, claims
Fayol. It is an inevitable outcome of authority asdeally another facet
of power; anytime authority 1s exercised, responsibility 1s born.

Fayol's concept of authority further argues th#talgh managers have
the power to direct staff members, they must atsmept accountability

for the results. According to this idea, manageustmave the power to
direct their staff to carry out tasks and hold thessponsible for their

decisions. Fayol suggests this for managers amgl both formal and

informal. The informality (the authority) may be rceected to the

manager's freedom to command, instruct, appoirgctiiand guarantee
that his or her obligations are effectively carrmd. The formality (the

responsibility) lies in the organisation's expdotad for the management.
Once again, the two serve as checks and balancdsananager, who
must not misuse his position of authority (authgritt must be used in

conjunction with the associated obligation.

Fayol therefore considered that a manager shaud power supporting
him to carry out his obligations because a managest be accountable
for his duties. This is true, and it's very impattéor an organization to
succeed (Pathak, 2014). The idea also assumesviirgione involved in
an activity should be working toward the same dijec This implies
that everyone employed by a firm should have tmeesabjectives and
driving forces that will make work simpler and maehieving the stated
objectives easier. Only a select few, accordirfggtyol, have the authority
and obligation to issue commands. One of the mastaikes made by big
businesses is having too many people in manageménth leads to
conflict. When a select few individuals have theligbto vote, the
procedure is carried out and authority is transf@down the chain. With
such power comes accountability. Fayol thought #sad manager must
be accountable for his obligations, he should alsee power to carry
them out (Achinivu et al., 2017)

2.3.1 Discipline Principle

This idea encourages the establishment of clees and regulations with
the goal of fostering excellent employee complisauwee discipline. In the
form of appropriate attire, courteous interacticarsg other behaviors, it
is often one of an organization's basic principlédss idea is crucial and
is compared to the engine oil that keeps an orgéniz running properly.
It should go without saying that management is lrarge of how
discipline is maintained in a workplace. This duicie after promotion
extends all the way to the last employee in theley@e chain. Fayol
noted the innate human propensities toward lawésssand discerned the
degree of organizational chaos that may arise ikers are not firmly
governed by management's rules, norms, and regugatAccording to
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(NCERT, 2015), effective discipline calls on exeeall supervisors at all
levels, transparent agreements, and selective usangtions. This is
accurate, and organizations have long used emplocpedrol as a
consequence.

The presence of compliance, application, actiabnduct, and outward
displays of respect in conformity with the prevalemorms in an

organization is discipline (Gazendam, 1993). Acowdto Fayol,

discipline is measured in relation to accepted sovkecording to Fayol,
the general public believes that discipline is 13saey for an organization
to function well, particularly military organizatig, and that without
discipline, no business can succeed. In doing sdatitly advances his
own claim that companies must practice disciplimeider to function

well. When he claims that weak leadership, rathantthe generally
undisciplined character of people who are beingietb blame for lack
of discipline, his argument takes a novel turn.9@giet. al. (2012).

Fayol (1956) analyzes the circumstances for dis@phnd comes to the
conclusion that the best approach to achieve amdtaadiscipline is to
have excellent leadership at all levels of the camypequal compensation
regulations, and strategically implemented consece® for unruly
conduct. Gazendam (1993). The generalization reggdisciplines is
that they are necessary for the efficient operatioa company and that
no firm could survive without their standards, detency of activity,
adherence to norms, and ideals. This implies tlmampdiance with
established agreements between businesses andtnkars, as well as
the display of respect and obedience, are follokedording to Kochhar
(2002), maintaining order is the most importanttpafr running a
secondary school. "Discipline consists in the sttija@ of one's emotions
and abilities to a rule which imposes shape upaoshand produces
efficiency and economy where there would othentigeneffectiveness
and waste," he said.

Need for Discipline in an Organization

1. Discipline is important for the child's persatatlevelopment, for
providing him a sense of security, self-assuraand,awareness of
the limits of his freedom.

2. The instructor needs discipline as well. Thétrigircumstances
must exist before he can educate his kids. Exdetiecumstances
are just as important for competent instructiog@sd instructors
and good ideas.

3. If administration is seen as all that administrs do in order to
create an environment that is conducive to learningecomes
clear that maintaining discipline is one of his magsponsibilities.

4. Society as a whole expects students to be driseth Without
healthy discipline, society cannot achieve its g@ald ambitions.
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2.3.2 Unity of Direction

A team management concept called unity of directioakes the

assumption that all team members should have the gaals in mind so
they may work together using a single strategydoieve those goals
(Costa, 2015). A group of workers with a shared ahlmould be led to
accomplish that goal by a single manager, accortbnipe concept of
unity of direction, which is also known as One Head One Plan. There
must be a single strategy for collective labor argingle coordinator to
manage all of the unit's members. In an organimagweryone should be
moving in the same direction and toward the sanasgga coordinated
and concentrated activities. Every collection divéites with the same

goal needs a single leader and a single stratdyyg. ilea guarantees
cooperation and unity of effort. Organizations fiilmec based on

predetermined goals (Achinivu et al., 2017). Thisanagement

philosophy works well to promote cooperation andsistency among
the workforce. The combined efforts of a group emage efficacy,

minimize job duplication, and complete the taskcilyi by cutting down

on waste. It is typical for a corporation to havany departments and
staff groupings. Different groups each have thein @bjectives for why

they were created. The manager's responsibilitio isecognize these
groups and their shared goals, merge them intaioitecreate a strategy
that best matches their goal, and guide them towsacdess.

Everybody has their own goals. It is expected efrgemployee to accept
business goals. Adopting team goals is expectevefy team member.
Each participant is free to choose their own gé@igheir participation

in the team. Typically, these disparate sets oflgg@ae not entirely

compatible. When competing goals exist, each peragst decide which

should be accomplished. In order to maintain uwoitypurpose, it is

assumed that each team member would prioritize tgzats in the event
of a disagreement. The team should be appropridteiyed (team is

more than just a collection of random individualsyl trained in order to
establish unity of direction (Hambley et al., 2007)

2.3.3 Importance of the unity of direction principle in an
organization

To preserve cohesion in activity or operation atkythe notion of unity
of direction is crucial. It aids in maximizing aata's effort and effectively
achieving the goals.

The organization's members may all be guided bydmeept of unity of
direction in the direction of the organization'safgoor a shared aim.
Employees are motivated to accomplish the organizatgoals through
a shared sense of direction. Every department iorganization has its
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own techniques for contributing to the successefliusiness, and it is
believed that such a contribution can only prodineedesired outcomes
and serve the purpose for which the company wasbkestted. The

concept of unity of direction is the only way fbietorganization, whether
it has financial or non-financial motives, to acqmish its predetermined
goals. For instance, if an organization is motiddig a desire to provide
social services, its personnel should seek toduitose interests.

They can achieve their shared goals by followingirale strategy that
establishes consistency and coordination across #tleir actions. The
attainment of the company's goals without diffiguttr duplication of
numerous tasks is made possible by the unity odtretion. Without
unity of direction, team members' efforts may beffective, and they
may fail to establish unity of action. This hindersity of command
(Sujatha, 2016).

They can achieve their shared goals by followingirale strategy that
establishes consistency and coordination across #tleir actions. The
attainment of the company's goals without diffiguttr duplication of
numerous tasks is made possible by the unity ofdifextion. Without
unity of direction, team members' efforts may beffective, and they
may fail to create unity of action, which does rsofpport unity of
command.

Building effective and more efficient businesseguises a cohesive
vision. Thus, the one head, one plan idea of tltg ahdirection principle
makes it feasible to operate the numerous submdiafunctions
consistently. It directs and leads the workers towa shared goal with
clearly defined strategies and goals; it greatly lowers resource waste and
confusion in the workplace; it encourages employee discipline; and it
lessens workplace disputes, all of which contritiotéower employee
turnover (Sujatha, 2016).

Self-Assessment Exercises (SAES)
2.4 Summary

In this unit the importance of Authority and Resgibility, discipline
principle and unity of direction as espoused by jdrayol were fully
discussed. Furthermore the importance of unityiction principle in
an organization were also discussed. It is estadafishat in the discussion
that employees are motivated to accomplish the nizgéon's goals
through a shared sense of direction.
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2.6 Possible Answers to Self-Assessment Exercise$SIAES)

Responsibility
True
True
Authority and obligation
False
Discipline
Fayol (1956)
Unity of Direction
Crucia

CoNoOA~LNPE
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UNIT 3 FAYOL'S PRINCIPLES OF MANAGEMENT

(SUBORDINATION OF INDIVIDUAL
INTERESTS, REMUNERATION,
CENTRALIZATION AND

DECENTRALIZATION, SCALAR CHAIN)
Unit Structure

3.1 Introduction

3.2  Learning outcomes

3.3 Principle of Subordination of Individual Inésts
3.3.1 Principle of Remuneration
3.3.2 Centralization and Decentralization principle
3.3.3 Scalar Chain principle

3.4  Summary

3.5 Reference/Further Reading

3.6 Possible answers to Self-Assessment Question

3.1 Introduction

The previous unit we discussed Principles of Authiorand
Responsibility, Discipline principle and Unity oiréction principle and
their importance in an organization. This unit witintinue discussion on
Principle of Subordination of Individual Interest®emuneration,
centralization and decentralization as well as&adahain Principles.

3.2  Learning outcomes

By the end of this unit you should be able to:

. evaluate Principle of Subordination of Individuiaderests
. analyze Principle of Remuneration

. evaluate Centralization and Decentralization @ple

. analyse Scalar Chain principle

3.3  Subordination of Individual Interests to Organization’s
Interests

One of Fayol's fourteen administrative principleshe subordination of
individual interests to general goals, which statest any individual
interest at odds with an organization's interesstmhe given lower
priority. The company has to figure out how to bak competing
organizational and individual goals.

According to this idea, the greater good alwaysweighs personal
interests. Additionally, the manager must make féorteto combine the
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organizational aim with the individual goal in ayhat will effectively
and efficiently achieve both goals. The managergithe workers
instructions so they may work toward their goalsd aeventually
accomplish the organizational goal.

Each and every person who enters the company h&sncgoals and
expectations. And everyone strives to accomplishgaal. There is no
issue if an employee's goals are directed towahiesinig the overall
organizational goal; however, if the employee has a goal that pushes him
in the opposite direction of the organizational lgtlae manager must
attempt to balance the objectives of both the ormgdion and the
individual in order to succeed. The manager muskwwmaccomplish the
corporate goal in a way that simultaneously advareaeh employee's
personal goals.

All of this results in employee satisfaction, whicdupports the
maintenance of friendly relations between the s#fl management.
Additionally, this helps to boost staff productyveind promotes harmony
within the workplace

3.3.1 Remuneration

Every person enters an organization primarily wite intention of

making a living. He is able to meet his basic nseites and other
obligations thanks to the pay or compensation heeives for his

profession. To make him happy and enable him tkwaore effectively,

his compensation or salary must be equivalent éjoh that he has
completed. According to Fayol, each employee hageta fair wage in
order for both them and the business owner to balbgsatisfied. The
compensation system must be such that it ensuaew/trkers get enough
compensation, inspires them to perform better, sxay secure their
safety and security as well as increase their levbie.

Employee remuneration is the term used to desthbéncentive or pay
provided to workers in exchange for their effoRrayment or recompense
for services or employment is sometimes referrexsteemuneration. This
covers the basic pay as well as any bonuses or fla@cial advantages
that an executive or employee may get while theykwor a company.
An employee's essential motivation to work suceglysand efficiently
is provided by compensation. Employee motivationaisresult of
compensation. Employees’ salaries are a signifsmmnice of revenue and
affect their style of life. Salaries have an impact an employee's
performance and productivity. Therefore, both managnt and workers
place a lot of weight on the quantity and modearhpensation.

68



POL 821 MODULE 3

Your compensation plan becomes your competitiveeedtpen you
approach compensation as a strategic investmesauAd compensation
plan will enable you to recruit, engage, and kesgeptial employees.
Encourage and reward actions that are consistehtyour beliefs. The
success of the whole firm is supported by an affeatompensation and
reward system. This shouldn't come as a surprisengithat the
investment in employee compensation is one of tlstnsignificant
expenses for the bottom line and one that may |spitaof control if not
maintained in hand.

3.3.2 Centralization and Decentralization

There are two ways to operate in every organizatentralization and
decentralization. With centralization, all majoganizational decisions
are made by a hierarchy of official authorities. rtRarmore,

decentralization leaves decision-making to the kiwevels of the
organization (Cummings, 1995) The concept deals otv much power
individuals have inside an organization. It is tleeganization's
concentration of decision-making power (Bhasin, ®0When a small
number of carefully chosen individuals are in cleanjmaking decisions
inside an organization, particularly when the caorticdion of power

within an organization is under a single authoribys is referred to as
centralization. This is most common in big companie

It is referred to as "centralization" when the tm@nagement has the
authority to make decisions. Decentralization ie grocess of giving
decision-making authority to the person doing #eki Decentralization,
on the other side, occurs when there are more ithas in the
organization with decision-making power. It occorgre often in smaller
firms when a bigger number of people participatel@tision-making.
According to Fayol, there needs to be a fair badarmetween
centralization and decentralization. Depending loa gize, nature, and
location of the firm, there should be a balanceveen a decentralized
and a centralized organizational structure in @aoization.

The top management must retain the power to makaatrchoices for
the company, but sufficient power must be giveloteer-level personnel
to make decisions at the departmental level. Thi telp the
organization work properly and on schedule. Thertgmagement will
also be relieved of the additional load of takiagecof all organizational
affairs. Only at that level will all lower leveldgges be resolved which also
provides lower level workers a sense of superiaity encourages them
to work harder. The majority of big businesses gbvaave a number of
Strategic Business Units, which function somewheatedtralizingly.
Because these SBUs have their own decision-makirigosty, there
must be a balance between centralization and dadieation (Bhasin,
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2016). Similar to this, with small enterprises atdrtups, authority is
distributed decentralizedly to help them complagk$ more quickly. The
organization's line of business, however, should th&en into
consideration while selecting the optimal decisiaking methodology.

3.3.3 Scalar Chain

The formal chain of command, which runs from highedowest rank in
a straight line, is known as a scalar chain. Tharcoutlines the path that
the information must take to reach the targetedh ave individual.
According to the scalar principle, "power and respbility should flow
from the highest to the lowest manage in a cleantarrupted line.

According to the scalar principle, power within@ganization should be
clearly defined and should pass through the chazommand one link
at a time. A fundamental management principle & #mployees at all
levels must respect the chain of command and conuatenwith their

superiors only via the intermediate or immediateicge One of the key
components of a successful company organizatioraaridtegral aspect
of each of its processes is this concept. This epincs a traditional
management guideline, but it often seems less ssftdenowadays since
it limits the ability to create a welcoming and epbenvironment inside
a company. It fosters the development of more thtuf decision-

making.

In order to ensure that commands from superiors semdiments from
subordinates are clearly communicated, Fayol stesghat all
information inside the company must follow this ichaf command. The
company must adhere to this chain to the letteyoFaaid that the
processes in the communication process shouldvssoover with one
another. Organizations should have a chain of camdmand
communication that extends from top to bottom, adiog to Fayol, and
managers and subordinates should follow it. Ifeher need to "Escalate
things," there should be a clear line of authoirtythe organization,
according to the concept of the scalar chain (Bh&)16).

Scalar chain has the following advantages:

1. There will be unity of command in the organiaatand there will
be no confusion of dual order. Every member wilbwnunder
whom he is working and whose orders he is to obey.

2. Delegation of authority, which is essential toyamizing, is
facilitated.
3. The scalar chain establishes the channels throwdich

communication will pass.
The main disadvantages of scalar chain is that aomgation
takes too much time as the order comes from togl Evbottom
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in the chain. The scalar chain should not be rigitere should be
provision for short circuiting the chain.

Self-Assessment Exercises (SAES)
3.4  Summary

In the last unit, the module discussed Henry Faydtinciple of
Subordination of Individual Interests, Principle d&emuneration,
Centralization and Decentralization principle asllves Scalar Chain
principle. Understanding of these principles isyvenportant so as to
appreciate the contribution of Henry Fayol in adstmative and
management theory.

3.5 References/Further Readings/Web Sources

Bhasin, H. (2016) Henri Fay® 14 principles of management, with
examples and ° application. https://www.iosrjousrag

Drucker, P. (1954). The practice of management. Newk: Harper &
Row.

w
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Possible Answers to Self-Assessment ExercisBAES)

Subordination of Individual Interests
True

Making a living

Equally satisfied

Remuneration

Centralization and Decentralization
Scalar Chain

True

Organizations

CoNoOA~LNE
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UNIT 4 FAYOL'S PRINCIPLES OF MANAGEMENT
(ORDER, EQUITY, STABILITY OF TENURE,
INITIATIVE AND ESPRIT DE CORPS)

Unit Structure

4.1 Introduction
4.2  Learning outcomes
4.3  Order Principle
4.3.1 Equity Principle
4.3.2 Stability of Tenure Principle
4.3.3 Principle of Initiative and
4.3.4 Esprit de Corps
4.4  Summary
4.5 Reference/Further Reading
4.6 Possible answers to Self-Assessment Question

4.1 Introduction

In Henri Fayol's 14 Principles of Management, thide® Principle stands
out as a key driver of efficiency and productiwithin organizations.
According to Fayol, order is achieved when evenghand everyone in
an organization is in their correct place at thghtitime, fostering
seamless operations and minimizing disruptions. s Thprinciple
distinguishes between material order—ensuring t¢bjese properly
stored and accessible—and social order, which sigath person to the
role best suited to their skills.

By adhering to this principle, companies can stig@moperations,
reduce wastage, and improve overall effectiveriesgracing the Order
Principle ultimately enhances organizational pragitg and
profitability by creating a harmonious, well-orgaedl workplace where
resources, both human and material, are optiméiligad.

4.2  Learning outcomes

By the end of this unit you should be able to:

4.3  Order principle

Order principle is one of Henri Fayol's 14 managetr@inciple, the
order principle emphasizes the need of order irsidempany in order to
boost efficiency. Discover how the order principleananagement works

to boost a company's productivity and profitabilipy reading the
definition of Fayol's management principles.
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For greatest effectiveness, according to Fayolpigeand things must be
in the right locations at the right times. Accoglito the notion of order,
everything and everyone should have a designatesitigpn and
everything and everyone should be in their propeation. In essence, it
denotes cleanliness. The manufacturing or compgaeyations won't be
hampered if everything has a designated area apcesent there. As a
result, productivity and effectiveness will grow.

In Henri Fayol's 14 management concepts, "Mainteaari Order,” is a
crucial one. The events of their company won'triderrupted if a firm
maintains a strategy of offering everything regdite do the work in the
proper method in every element of the organizatishich will also

encourage higher productivity and efficiency. Reigss of the
circumstances, most companies that have been céseaaim to uphold
a code of behavior. It was noted that they likectomplete tasks in
accordance with a predetermined timetable andthiegt make an effort
to portray the books of account in an orderly wayrecluding cash flows,
details of every action taken by organization ermpeés, financial
situations, etc.

Everything has its place, and everything in itsplaand the right guy is
always in the right position. The organization dddwave a hierarchy of
material/things and people. Material order is théeo of objects, while
social order is the order of people. "A place feergthing and everything
in its place" is the definition of material ord@he choice of the "right
man in the right position" is referred to as soaader. The resources,
including men and women, money, materials, etcstrba arranged in an
organized manner. Resources, both human and mateust be available
at the appropriate time and location. Misuse arabstwill result from
placement.

4.3.1 Equity

Equity is a blend of justice, compassion, and &s8m If the workers are
to be expected to give their all, they should eated with decency and
equality. It suggests that administrators shouddttisubordinates fairly
and impartially. People in comparable positions usthobe treated

similarly.

Equity, according to Mtegenzo (2009), is a blehgustice, compassion,

and fairness toward workers. Simply put, it indesathat in order to
demand commitment and loyalty from workers, theysimbe treated
equally and similarly to others in their positiondapower, and most
significantly, their managers must be less unbiased
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Fayol believed that managers should treat theirl@yeps fairly, but that

sometimes using force and harshness can be necdgsdhe sake of

fairness. According to (Bhasin, 2016), the mosfydient grievance made
by workers in firms is that they were passed upafpromotion or higher
pay. On the other hand, he said that a fair orgaioiz upholds equality
for everyone. Startup businesses, it has been \@asernre driven to

succeed, so they form the habit of accommodatingl@mes, making

them feel at home, fostering communication linkgintaining a more

democratic style of management, sharing employéssings, and

identifying with their personal and family lives.

4.3.2 Stability of Tenure

When someone has a stable tenure, there aren't fremquent transfers
and terminations. This idea states that managerskould provide
workers a sense of job security since employees fetloinsecure will
not give the business their fullest effort. Theaidéso stresses that in order
to enhance efficiency, organizations should lineitgonnel turnover and
position changes. People are happier and more gtigduf they feel
confident and competent in their employment. Thiagiple, according
to Achinivu et al. (2017), is founded on the ideattan employee with a
long-term, secure tenure will use his experiena lamowledge gained
from working in the organization to spark innovatioincrease
productivity, aid in the growth of the organizatiaand further increase
the organization's profit base. However, it magtgried that this method
of management is out-of-date. Nowadays, managedvises hiring
pre-made workers who have the necessary skillseresqre, and
certifications.

In actuality, modern businesses are less intatd@stéiring employees
since they spend so much money on training thenoréethey
comprehend how the organization's job is meant éodbne. Long
employee tenure in the company is related to thesu.i It illustrates the
necessity to hire the best employees and train trethe job in order to
keep them around for a very long time. This ideslieen put out as one
of the crucial ideas Fayol proposed.

According to Fayol, a company has a higher charfigxpanding more
quickly if its workforce is reliable. For instancthe majority of big

businesses take staff turnover seriously. They éakember of steps to
guarantee that they keep their personnel, partigulahen they are
deemed vital (Achinivu et al., 2017).
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4.3.3 Initiative

Initiative is a verb that implies to initiate, corante, or guide in a project.
Here, Fayol proposed that each employee be givenltance to exercise
some initiative in formulating the functional plamd in deciding the
actions to be done at each level for successfudugian of the plan.

Henri Fayol claimed that this management philosogitguld let workers
to voice original thoughts. This promotes engagdraed interest while
adding value for the business. He believes thati@map initiatives are a
source of strength for the company.

4.3.4 Esprit de Corps

This idea places a strong emphasis on teamwork camlaraderie.
Individual and group efforts should be successfutijegrated and
coordinated in order for an organization to get dheatest results. The
power of this idea, nevertheless, is its onenesgsiriEde corps, as defined
by Merriam Webster, is the shared spirit that @a@shong group members
and fosters excitement, commitment, and a higreasfer the reputation
of the organization. According to William et al.0(5), esprit de corps
refers to how much an organization's personneloaiigated to work
toward a shared purpose and to one another. "edpritorps is valued
asset among organizational members who do not b#ixal control
over each other,” (Homburg et al., 2002) stateghirEgle Corps is the
intensity and depth of sentiments that motivate agmtourage
cooperation among group members (Boyt, et. al. 005

Fayol said that in order for an organization tocaed, its staff members
must have a sense of camaraderie and see one raastipart of the
company as a whole. They should also maintain h legel of morale
and cohesion. According to (Pathak, 2014), thettenlguilt on the ideas
that "staff unity is the cornerstone of succes®wery company” and
"Unity is strength.” As a result, the idea dictateat management and
personnel should collaborate to achieve the g@algliam, Wee-Lim, &
Cesar, 2005) added that esprit de corps is esk#atian organization's
success. While seeing it as a useful asset for rmambers as well as a
company, (Homburg et al., 2002). Boyt et al. (20@&nt on to say that
improved employee performance would result frontranger sense of
teamwork inside a business. The startup businessdsr study were
found to effectively promote this principle withiheir organizations and
make it a crucial component to their success. Hisy made it a tradition
to recognize staff birthdays and use them as awortygty to connect
with one another. In terms of business operatiohgy formed
committees to handle specific parts, included ewvegmber in one or
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more decision-making roles, and issued weekly ehgks to task each
member of the organization.

Startups, though, may benefit from Espirit de Corfisencourages
cooperation and staff cohesion. The likelihood adnftct and
disagreement among certain staff members will skist, but it will be
far less likely since it is natural to disagreehwoneself. In this situation,
strategies must be used to make sure that stdffatsrand disagreements
don't interfere with the organization's shared cbjes. In order to
successfully accomplish organizational objectivesnagement should
foster cooperation, particularly in big organizagp according to Fayol
(1949). Additionally, it could cause loss of coaraion. Additionally, he
advises managers to use the pronoun "We" insteald when speaking
with employees to promote teamwork since doingrsmerages a sense
of mutual trust and belonging among team members.

Self-Assessment Exercises (SAES)

4.4  Summary

In the last unit, the module discussed Henry Faydtinciple of
Subordination of Individual Interests, Principle d&emuneration,
Centralization and Decentralization principle asllvees Scalar Chain
principle. Understanding of these principles isyvenportant so as to

appreciate the contribution of Henry Fayol in adstmative and
management theory.

4.5 References/Further Readings/Web Sources

Achinivu, G.,, Okwu, E. H., Wey, A. A., Akpaik. E., & Fasan, O. J.,

“Application of the ~ Henri Fayol Principles of
Management in Startup ©= Organizations.” IOSR Jdurnaof
Business and Management (IOSR-JBM), 19(10): 78-85

Bhasin, H. (2016) Henri Fay® 14 principles of management, with
examples and ° application. https://www.iosrjousrag

Boyt, T., Lusch, R., and Mejza, M. (2005). ,Thearat Model of the
Antecedents and = consequences of organizationalkgnoup
and Professional esprit de ~ Corps'.European Manage
Journal, 23(6): 682-701.

Fayol, H. (1949). General and industrial manager(@nstorrs, Trans.).
London: ©  Sir~ Isaac Pitman & Sons.
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Possible Answers to Self-Assessment ExercisBAES)

Order Principle

True

Equity

Force and harshness
Stability of tenure

True

Initiative

Espirit de corps

Teamwork inside a business.
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MODULE 4 FUNCTIONS OF MANAGERS:
PLANNING, ORGANIZING,
COMMANDING, COORDINATING, AND
CONTROLLING.

In the previous module, we discussed in detailsrHeayol's principles
of management which include universal truths: Som of work,
Authority, Discipline, Unity of command, Unity of ir@ction,
Subordination of individual interest, Remuneratio@entralization,
Scalar chain, Order, Equity, Stability of tenuneitiative, and Esprit de
corps. In this module, functions of managers: piagn organizing,
commanding, coordinating, and controlling were dssed. You are
advice to study each of the unit carefully as yoeiexpected to answer
some questions to evaluate your understanding @wahous issues as
discussed. Possible answers to the questions eveded under each of
the at the end

UNIT 1 MANAGERIAL ROLEY PLANNING
FUNCTIONS

Unit Structure

1.1 Introduction
1.2 Learning outcomes
1.3 Managerial Roles/ Planning Functions
1.3.1 The Definitions of Planning
1.3.2 Goals of Planning
1.3.3 Types of Planning
1.3.4 Weaknesses and strengths of planning
1.4 Summary
1.5 Reference/Further Reading
1.7 Possible answers to Self-Assessment Question

1.1 Introduction

Discussion of the functions of managers is very drtgmt in in
administrative and management sciences. The predseussed Henry
Fayol's 14 principle of Management This unit disses Planning
functions of managers: Planning is very importaot fthe success of
every organization and it is important that asument, this planning
function.
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1.2 Learning outcomes

By the end of this unit, you should be able to:

. Discuss Managerial Roles/ Planning Functions
. Define Planning

. State the goals of Planning

. Identify Types of Planning

. State Weaknesses and strengths of planning

1.3 Managerial Roles/ Planning Functions

Planning, organizing, directing, and managing as&g that managers as
individuals conduct that are distinct from thosef@ened by non-
managers because management may be seen as thmat@mband
application of organizational resources for thei@atment of objectives
(Akpala, 1990). As was previously established,dtae two ways to look
at what managers do: as management positions, omasgerial
functions. It would be important to take noticeloé distinction between
operational and management responsibilities in boginess while
establishing the managerial roles and duties. Tegehclass of students,
making meals, giving medications and injectionshaspital patients,
programming a computer, and other operating charesexamples of
operating tasks. As was previously established,agiay involves both
people and how they act. The management respatiemiinclude
managing a unit or department within an organiratioverseeing or
coordinating the work of others, etc. When considgrthe job that
managers do in management responsibilities.

The following were listed as the main duties anactions of a manager

by Mintzberg (1983).

I. The manager carries out specific duties inclgdimelcoming
significant guests and signing paperwork.

. The boss supports and stimulates workers.

iii.  The manager builds and maintains a networkainections with
outsiders in order to benefit the company with kiealge and
favors.

iv. The manager often receives a large portion oh-routine
information entering the company.

V. The management must share a large portion oinleemation
with the staff members.
vi.  Outsiders must be informed of the organizas@xXistence.

vii.  The manager leads and plans for managed twanstion inside
the company.
viii. A manager must handle non-routine issues
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ix.  The manager distributes the organization's rio@ and non-
financial resources.
X. The management routinely engages in negotiatiatis outside
parties on issues that impact the company.
Being human, managers sometimes make mistakes edriiging
out their managing duties. Williams (2000) noted tbllowing
errors among them:
a). Lack of consideration for others; aggressive, menacing
behavior.
b) Cold, distant, and haughty.
d) A breach of faith
c) Over managing: not being able to assign task®ron a
team
9) Inability to staff properly
f) A lack of strategic thinking
9) Difficulty adjusting to a boss with a differestlyle

Planning is the process of preparing to act ara égemponent of both
individual and group behavior. Every facet of asp@’s, a company's, or
a government activity is planned. Every human acisoreasonable, and
this is the nature of planning. Planning was mistdk seen as a
communist approach and, further, as having a tat&n and

authoritarian tendency a number of years ago. Rignwas therefore

seen as being incompatible with democracy and aises. But that

outdated notion about planning has vanished sincéas gained

popularity in organizational as well as economasgects (Bhagwan and
Bhushan, 2007).

Planning lays forth the goal, projects it, examities environment for
goal attainment, and proposes potential approaorashieving corporate
goals. Planning may be seen of as a process,cmaésitic method that
identifies issues, analyses relevant data, gersedéential solutions,
weighs the repercussions of each potential solutod finally chooses
the optimal course of action.

1.3.1 The Definitions of Planning
Planning is the process of determining the stepsssary to carry out a
certain task. It is the first and most importamgto do to get the desired

outcomes (Daft, 2003).

According to Akpala (1990), planning entails anaigzhistorical facts to
help in decision-making now and in the future.

Planning outlines the distribution of resourcedyesitiles, and tasks,
establishes goals, strategies, rules, processeésteghniques, and by
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doing so, foresees future situations, issues, @rdactions (Daft, 2003).
At many management levels, planning is done. Deipgnah how often
a plan is utilized, it might be characterized astanding plan or a one-
time plan (Hicks and Gullet, 1981).

1.3.2 Goals of Planning

Planning is carried out in Public Administratiom tbe following reasons,

according to Bhagwan and Bhushan (2007):

1. To evaluate a nation's material, financial, aodan resources,
especially technical staff, and to look into waystipplement any
of these that are determined to be lacking in corspa to what
the country needs.

2. To create a plan for the most efficient anditefple use of a
nation's resources.

3. Specifying the phases in which the Plan shdédmplemented
and suggesting the resource allocation for eactsgxhaimely
completion based on priorities.

4. To identify the elements that tend to impedaeenic growth and
to identify the circumstances that, given the éxgstsocial and
political climate, should be created to ensureRban's effective
implementation.

5. To identify the kind of equipment that would bequired to
guarantee the proper execution of each step d®ldrein all of its
aspects.

6. To periodically assess the progress made nyingrout each step
of the Plan and to suggest any policy and measwdifications
that such an assessment may reveal.

1.3.3 Typesof Planning
The following are types of Planning

Corporate Planning

Corporate planning is very comprehensive. In cafiplanning, the
environment in which the organization is situatesl taken into
consideration. It goes through various stages wiaiatl to the long term
organizational responsibilities

Strategic Planning

Strategic Plan is very essential especially indiagia survival strategy
under competitive situation. Every organization dse€o maintain
comparative-competitive advantages which help tigargzation to keep
thriving.
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Tactical Planning

Tactical Planning is usually of a short term natlireoncentrates on how
an organization can specifically accomplish cer@défined objectives.
Administrative or tactical plans include policiggpcedures, rules and
budgets.

Operational Plans

These are plans that are made by frontline or kvl managers. All
operational plans are focused on the specific ploes and processes
that occur within the lowest levels of the orgatia

Contingency Planning

When something unexpected occurs or a change usreelg contingency
plans are created. These plans are often refeyrasgl & particular kind of
planning by business professionals.

Planning for contingencies might be useful in ditres when a change is
necessary. Administrators should prepare for cheimgele engaging in

any of the major planning activities, but continggmlanning is crucial

when changes cannot be anticipated. Contingencyniplg becomes

increasingly crucial to participate in and compraeheas the corporate
environment grows more complex.

1.3.4 Weaknesses and strengths of planning

Strengths of Planning

1. Planning as we have seen is very essentialf@rganization to
succeed. The advantages of planning include the tfest it
encourages hard work, persistence and developmesttategies
for goal accomplishment.

2. A lot of effort goes into planning. In the coarrsf planning for
example, the environment is scanned for opporesitiat would
be explored for organizational benefit.

3. Through planning, the possible threats that rhayder the
organizational effort would also be identified. ®agh planning,
organization minimizes fighting emergencies becaumest
problems are articulated and provided for befoeg ttrop up. So
planning helps in coordination of efforts for orgaational
members.

Weaknesses of planning

Williams (2000) listed the following as weakneseséplanning

a) Planning can impede change and prevent or sleeded
adaptation.

b) It can create a false sense of certainty.

C) Planning can detach planners from details ofiementation and
makes them focus only on the main planning process.
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Self-Assessment Exercises:
1.4 Summary

Management makes decisions on what to do, whyiilsibe done, when
to do it, how to do it, and where to do it duringmqming. A plan may be
thought of as a blueprint for actualizing and ceugyout the process of
determining organizational objectives and the wayachieve them.

1.5 Reference/Further Reading

Bhagwan, V. & Bhushan, V. (2006).Public Adminisimat New Delhi: S.
Chand &Company Ltd

Hicks, H. G. & Gullet, C. R(1981).Management (New York; McGraw
Hill).

1.6 Possible Answersto Self-Assessment Exercises (SAES)

True

Management

Management positions and managerial functions
False

Planning

Goal attainment

True

Persistence and development

True

©CoNoOO~WNE
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UNIT 2 ORGANIZING
Unit Structure

2.1  Introduction

2.2  Learning outcomes

2.3 Nature of organizing as a management function.
2.3.1 Definition of Organizing
2.3.2 Purpose of Organising

2.4  Summary

2.5 Reference/Further Reading

2.6  Possible answers to Self-Assessment Question

2.1 Introduction

In unit 1 managerial function of planning was dsged, the unit
explainedManagerial Roles/ Planning Function, Deirof Planning,
goals of Planning, types of Planning as well aakmesses and strengths
of planning. In the current unit discussion will besed on organizing as
a management function

2.2  Learning outcomes

By the end of this unit, you should be able to:

. Discuss the Nature of organizing as a managefuoantion
. Define Organizing
. State the Purpose of Organising

2.3 Nature of Organizing as a Management Function

Managers must arrange the company's resourcesshaipiementing a
strategy in order to carry it out successfully afficiently. Given that
many of the "assets" are people, understandingiazation and the
division of labor is essential to this endeavourgddization aligns
individuals' individual ambitions with the compasyverarching aims.
The company lacks the coherence needed to funetsom whole if
workers are operating independently of one anatherwithout respect
for the broader picture. The growth of corporatiévay requires a sound
organizational structure. Organizational structugkps firms identify the
resources they need to develop because it enhanoegoring and
responsibility. As with the creation of new proddites, structure is
crucial for product diversification.
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In management, organizing establishes and disa#hthe tasks and
responsibilities of various workers and equips trganization with
everything necessary for its operation, includingw r materials,
equipment, capital, and manpower. In order to aeha&shared goal, the
management function integrates and coordinates theivities. To
organize is to coordinate and arrange the peopleesources of a project
in order to accomplish a certain goal (Fayol, 1949)

The role of management is to rationally divide wanko groups of
activities and connect the positions that refleougings of activities for
the fulfillment of desired goals. This role is knowas organizing (Keerthi,
2021). The managerial activity of organizing is cemed with creating a
structural link between an enterprise's resourtieglso serves as a
method for fostering teamwork among the personiké process of
organizing in this manner considers both the stma¢tand functional
aspects of company and links the various elementthdir purposes.
"Organising encompasses the tasks of identifyiegipartments and the
employees who are to carry out the job, definingirtiroles, and
determining the connections that are to exist betwhe departments and
individuals," according to Kimball and Kimball (198

Organizing lays out and offers a method for allogatasks to different
components, establishing the relative powers arngslof those parts,
and assigning activities to those sections. Thegs® of organization is
how the chief executive, acting as a leader, gatlws personnel to
complete the task at hand. Diverse people are glifisarent tasks as part
of organizing, yet the achievement of the entegsigoals is the goal of
some of these people. Organizing makes sure ttsgditdedifferences,
each person's job is dependent on the work of there Organizing is
not a process that can be predetermined for all future times; rather, it
evolves as needed. It creates a clear pattern miiecbions between
actions to be taken, tasks to be completed, ank wwrbe done. It
guarantees teamwork. Thus, organization serves &anaework for
achieving shared objectives.

2.3.1 Definitions of Organizing

Organising is a process that starts the execufiptans by defining roles,
collaborating with others, and efficiently allocajiresources to achieve
the specified and intended goals (Keerthi, 2021he Tprocess of
coordinating human efforts, gathering resourced,cambining both into
a single entity to be used for attaining certaialgds what Keerthi (2021)
also refers to as. Organization is a managemeuwtium and the process
of organization refers to this role.
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Kalpaana (2021) defines it as the act of spliting combining a working
group's efforts to make those combined efforts nedfieient, effective,
and successful.

The management personnel are assigned tasks bgrdheization. It

increases the work's certainty and promptnessrdvegmts voids and
duplication of effort. Organizing is the processassembling the people,
tools, resources, and funds required to accomgigred goals. It is
concerned with the organization of tasks, the ithstion of labor, and the
delegation of obligations to different membersh# business.

In order to enable people to collaborate most petdely in order to
achieve goals, Louis Allen describes organizinghasact of identifying
and categorizing the work that needs to be dorfeidg and allocating
responsibility and authority, and developing cotioes. He views
organization as a tool for accomplishing organ@adi objectives. Each
person's role is specified, along with their level power and
responsibility for carrying it out. (Allen, 1939)

According to Oliver Sheldon, organizing is the @es of combining the
tasks that individuals or groups must complete Wighresources required
for their completion in such a way that the tasksstaccomplished offer
the best channels for the effective, systematicefieial, and coordinated
application of the available effort. By allocatitegsks to different people,
organization promotes the effective use of resaurce

The relationship between the many components iebla a particular

undertaking is described by Spriegel William's yp@mts. The primary
focus of factory organization is on the interacsidmetween the many
components of the production, such as people rotashine layout and
grouping, and material management. Organizatiaimasstructural link

between the many variables in the firm from thespective of the

enterprise as a whole (Spriegel, 1946)

Therefore, organization is the framework or "maely" that allows
living things to cooperate. An organization is atiststructure or piece of
equipment operated by a group of people who atelmmiating to achieve
a shared objective (Shubham Srivastava)

2.3.2 Purpose of Organizing

Creating a framework for them will enable them tdlaborate more
effectively and accomplish the organization's godl$ie goal of
organizing is to create a formal structure of dutieat individuals can
carry out.

I Grouping activities is essential to achievirgals.
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. Assigning a manager with the required powerot@rsee each
group.

iii. Improving horizontal and vertical cooperatiowithin the
organizational structure

The goal of organizing management functions is gtaldish a clear
environment where everyone is aware of their resipdities and who is
accountable for what outcomes. This will removefqrenance barriers
brought on by uncertainty and ensure that assigtsreee clear, as well
as foster an environment where employees are ntetivéo work

effectively toward the achievement of organizatiayaals.

Andrian Lewis (2015) identified the following as ethpurpose of
Organizing Management

Human Treatment of Employees

Organizations should be run in a way that bendiigsr employees, not
one that favors monotonous work due to increasedialzation. The
modern organization now discards the traditionabdpctivity and

specialization strategy in favor of the fashionatdestruct of systems
approach supporting human connections.

Optimum use of resour ces

It's important to effectively design a busines®ider to make the most
use of resources including people, materials, monegchines, and
methodologies. To reduce resource loss in a caiparavork should be
broken up and the correct people assigned to gin duties.

Helps to attain organizational goal

Organization is used to attain the objectives o$itess companies.
Organization focuses attention of individual's albiees towards overall
objectives.

Facilitates Growth and Diver sification

A good organizational structure is crucial for g business activities.
The organizational structure defines the resouroegded for a
commercial activity to expand, and organizatiorciiscial for product
diversification and the creation of new businessdi

Self-Assessment Exercises

24 Summary

The basis upon which the whole management systerbased is
organizing. It aids the fulfilment of objectives goals. Organizing
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involves creating a framework in which the wholdiaty is split into
manageable parts.

2.5 Reference/Further Reading

Andrian Lewis (2015). What is organizing in Managen? Purpose of
Organizing. ~ Available at https://thebizmanagergeitte.com

Bhagwan, V. & Bhushan, V. (2006). Public Adminisima. New Delhi:
S. Chand &Company Ltd

Hicks, H. G. & Gullet, C. R. (1981 Management (New York; McGraw
Hill).

Kalpaana, M., (2021) Organisation: Definitions, Cept, Nature,
Process, Approaches - and
“Issues.https://www.businessmanagementideas.coamisegion/
organisation- definitions/21165

Keerthi, D (2021). What is Organizing in
Management?https://www.economicsdiscussion.net/gemant/
organizing/what™  -is-organizing-in-management/32438

Mintzberg, H. (1983). Power in and around orgamwest. Englewood
Cliffs, NJ: Prentice "Hall.

N
o

Possible answer s to Self-Assessment Question

Successfully and efficiently
Organizing

Coordinate and arrange
True

Specified and intended goals
True

False

False

Business companies

©CoOoN O ~WNE
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UNIT 3 COMMANDING

Unit Structure

3.1 Introduction

3.2  Learning outcome

3.3  Overview of Commanding as a managerial functio
3.4 Summary

3.5 Reference/Further Reading

3.6 Possible answers to Self-Assessment Question

3.1 Introduction

In the previous Organizing function which is a sg that starts the
execution of plans by defining roles, collaboratiwith others, and
efficiently allocating resources to achieve thec#el and intended goals
was discussed. The current unit discusses comnuadira managerial
function.

3.2 Learning outcome

At the end of this unit, you should be able to:

. analyze Commanding as a managerial function

3.3 Overview of Commanding as a managerial function

Commanding as a managerial function is about gettie best out the
people working for the organisation. The most appate or effective

way to do this may vary both by context and aceaydop the tasks that
the organisation sets out to undertake. In the inéstest of the whole
company, the order seeks to maximize the impacwardker efforts.

Success in management relies on a mix of persorals tand

understanding of broad management ideas. Workiabksh a teamwork
environment that fosters teamwork, enthusiasm,viation, and loyalty

among the personnel.

Although most people think of command as only ngllbthers what to
do, it really encompasses much more. In ordertarat goal, a vision
must be communicated to the organization via conumHrdoes this by
creating a well-considered vision and then artitodpit. Success and
reward are emphasized in commands. In other weldggroup has to be
successful in order to continue operating and revitarmembers (both
intrinsically and extrinsically). Although most gae think of command
as only telling others what to do, it really encasges much more. Fayol
places a high value on both the delegation of eygg@aights and the
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necessity of incentive when it comes to the ordgfimction. According

to Fayol, "the leader may boost his subordinatisative by giving them

rights, thereby giving them opportunity to complgtelevelop their

potential and talents. Individual errors may be eydulit the severity of
these errors is considerably reduced with effectiv@nagement. The
manager, rather of performing all the work for émeployee, may swiftly
transform someone with extraordinary qualities mtirst-rate expert by
using the approach of urging. Yes, the leader ale to respectfully
restrain his pride for this goal.

According to Fayol, knowing everything about eaeamh member and
dealing with inept team members would empower marsip command
their teams. Being completely informed of the cacts and HR (Human
Resources) rules that apply to workers and thenmgton. Conduct
organizational audits and take corrective actioaddress any problem
areas. Set a good example and Collaborate withr att@nagers to
accomplish organizational and shared objectives.

An important managerial task is commanding. In order the

management's personnel to accomplish the requiesdlts, precise
instructions must be given to them. Giving specifistructions or
authoritative orders also guarantees that the wockfs performance is
maximized. In the framework of management, comnmatioa plays a
significant role. In this regard, managers showtidave honorably and
make plain to their staff what is expected of th&@ime motivation of the
workers is also maintained via clear directions. playees need
instructions in order to understand how to behawst &hat goals they
must reach.

Self-Assessment Exercises

3.4 Summary

Commanding is about instructing your team and enguhat your team
are motivated to complete the tasks that you (thwinager) have set
them. The final managerial function is commandsTimit has discussed
Commanding and it is important that you know itkeras a managerial
functions.

3.5 Reference/Further Reading

Bhagwan, V. & Bhushan, V. (2006). Public Adminisima. New Delhi:
S. Chand &Company Ltd
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Hicks, H. G. & Gullet, C. R. (1981 Management (New York; McGraw
Hill).

3.6 Possible answersto Self-Assessment Question

Commanding
Managerial task
Clear directions
Instructions

roNPE
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UNIT 4 CONTROLLING
Unit Structure

4.1  Introduction
4.2  Learning outcomes
4.3  Controlling
4.3.1 The Control Process
4.3.2 Control Techniques
4.4  Summary
4.5 Reference/Further Reading
4.6 Possible answers to Self-Assessment Question

4.1 Introduction

The previous unit discussed commanding as a maaadenction, the
current unit discussed controlling function as veslithe Control Process
and Control Techniques

4.2  Learning outcomes

At the end of this unit, you should be able to:

. Discuss Controlling function
. Identify the Control Process
. Explain the Control Techniques

4.3 Controlling

One of the management duties, along with staffateyaning, organizing,
and leading, is controlling. In order to minimizeparture from standards
and ensure that the organization's stated objectwe realized in the
proper way, it is vital to check for faults andeatorrective action. Unlike
the old idea of control, which was only employedewtproblems were
discovered, control is a proactive endeavor. Sgtivals, gauging actual
performance, and taking remedial action are aleetspof management
control. Administrators "watch and supervise howicefntly and
successfully an organization and its personnelairgg the tasks essential
to accomplish organizational objectives,” accordiiog Jones et al.,
(2000). Management control, according to RobeNldckler (1970), is
the systematic effort by business management tgpacgrperformance to
predetermined standards, plans, or objectivesderdo ascertain whether
performance is in line with these standards anesymably, to take any
necessary corrective action to ensure that humano#mer corporate
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resources are being used as effectively and eftigieas possible in
achieving corporate objectives.

Controlling is a method of coordinated managemerdr a network
organization that ensures there is a suitablenaliéofor establishing and
carrying out either shared objectives or membecifipggoals, provided
that these goals ultimately manifest as added vaBye controlling,
managers may close the performance gap betweendiyzinization's
actual performance and its objectives. Actual pertnce is compared to
the corporate criteria throughout the controllinggess.

4.3.1 TheControl Process

The control process of management ensures thay ectivity of a
business is furthering its goals. This process cb#lgi helps
administrators in evaluating their organization’srfprmance. The
process includes the following:

Establishing goals and standar ds:

The task of fixing goals and standards takes plewée planning but it

plays a big role in controlling also. This is besauhe main aim of
controlling is to direct a organisational actidogvards its goals. If the
members of an organization know their goals cleénly will invest their

entire focus in achieving them. It is very impottéor administrators to
communicate their organization’s goals, standamd abjectives as
clearly as possible. The goals that administralbenge to set and work
towards may be either tangible/specific or intatefdbstract. Tangible
goals are those which are easy to quantify in nigalterms

M easuring actual performance against goals and standar ds:
Administrators should assess and compare theiabg&sformance after
determining their objectives. In essence, this estagds them in
determining if their strategies are succeeding laaned. Immediately
after the implementation of a strategy, administatmust continue to
monitor and assess it. They must always be prepamdke adjustments
if anything isn't functioning well. They should donously contrasting
their present performance with their eventual dbjes in order to
accomplish this. This process control stage, initaad to helping
managers take remedial action, also aids them resé®ing potential
issues. This enables them to act quickly and ptel@sses to their
company.

Taking corrective action:

In case there are discrepancies between actuarpemces and goals,
managers need to take corrective actions immeylidighely corrective
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actions can reduce losses as well as prevent ttoemarising in the future
again.

Following up on corrective action:

Just taking corrective measures is not enough; administrators must also
take them to their logical conclusion. Even thispstequires thorough
evaluations and comparisons. Managers should ttittte problem until
they solve it. If they refer it to a subordinateey must stay around and
see to it that he completes the task. They may meerior him personally
so that he may be able to solve such problemsrogédif later.

4.3.2 Control Techniques
The following are control techniques identified $iika (2008)

Per sonal Observation:

The easiest method of managing organizationalidesus for managers
or administrators to go about the office and marhimw the job is going.

Any performance flaw may be detected and fixedtraytay. Face-to-face
interactions allow for the immediate resolutiomairkplace questions as
well as the provision of assistance and counselliing workers are put
under psychological strain by this strategy, areytivork better when

they are aware that their supervisors are watciem.

Budgeting

Budgetary control is the practice of using budgetsompare actual
performance with the related budget performancerater to identify
deviations and to eliminate the deviations by eithedifying the budget
projections or addressing the reasons of the ¢iaoes. Budgetary
control is a powerful and often used control method

Break-Even Analysis:

Break-even analysis defines the relationship betveaées volume, costs
and profits to arrive at a figure of sales at wiseles revenue is equal to
cost.

Management I nformation System (M1S):

Administrators need numerous forms of information darry out

administrative tasks such as planning through odimg for various

functional areas and integrating them with the mek environment
(quantitative and qualitative). Until recently, tleEcounting system,
which was mostly quantitative in character, sumplikis information.

Managers have quick access to a vast amount of letause to
computers. Computers assist in building databases raodifying

information as needed for making different manag#mehoices.

Information is stored and retrieved with its assise. With the use of
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computers, managers can quickly gather data, amalyzun analyses,
turn it into information, and connect it to the side world.

Management Audit:

Audit means periodic inspection of financial sta¢eits and verifying that
the statements are honestly and fairly preparedrdew to accounting
principles. An audit, thus, provides a basis fartool

Responsibility Accounting:

According to this method, the organization is splib smaller units, each
of which is led by a manager who is in charge tiaing the unit's goals.

These groups are referred to as responsibility ecentand each

responsibility center's leader is in charge of egeing the operations of
his center. The degree to which each responsiluiéityter's goals are met
serves as a measure of that center's performance.

Self-Assessment Exercises
44  Summary

The unit has explained the managerial function ohtolling. By
controlling, managers may close the performance lgatween their
organization's actual performance and its objestidetual performance
is compared to the corporate criteria throughoetabntrolling process.

45 Reference/Further Reading

Jones, G.R., George, J.M., & Hill, C.W.L. (2000)or@emporary
management, New York, Irwin and McGraw Hills

46 Possible answersto Self-Assessment Question

Management duties

Gauging actual performance

Network organization

Actual performance and its objectives
Goals.

Controlling

Job is going

Nog,rwNPE
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UNIT5S COORDINATION
Unit Structure

5.1 Introduction
5.2  Learning outcomes
5.3 Overview of Coordinating Function
5.3.1 Features of coordination:
5.3.2 Principles of Coordination
5.3.3 Techniques of Coordination:
5.4  Summary
5.5 Reference/Further Reading
5.6 Possible answers to Self-Assessment Question

51 Introduction

The previous unit discussed controlling, as a rganal function, the
current unit discussed the last managerial funcée itemized in the
module introduction. The unit will specifically disss overview of
Coordinating Function, Features of coordination,inéiples of

Coordination and lastly Techniques of Coordination:

5.2 Learning outcomes

By the end of this unit you should be able to:

. analyze Coordinating Function

. evaluate Features of coordination
. analyze Principles of Coordination

. Identify Techniques of Coordination:

5.3 Overview of Coordinating Function

Coordination is the process of creating connectioasveen different
organizational components so that they all worletbgr to advance the
organization's goals. It is referred to be the afctcoordinating and
bringing a group of people's activities into harmadrhus, it is the process
of coordinating all organizational choices, openas, tasks, activities,
and efforts in order to produce a unity of actionthe accomplishment
of organizational goals. The main goal of coordorats to make sure
everything functions properly together. It involvesving the appropriate
resources at the appropriate time and location.y Torganize team
activities and processes to accomplish the goala time- and cost-
efficient way. Both internally and internationallyjanagers cooperate.
Other management tasks including planning, orgagjzcommanding,
and regulating are coordinated during internal doation. The
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managers coordinate with the general public, gowents, politicians,
labor unions, and other businesses during extegwrdination.
Coordination is the systematic organization of gr@ctions to create
cohesion in the pursuit of shared objectives. Cioatbn is the
integration of several elements into a well-orgadizvhole in order to
attain comprehension. By ensuring that duties ppeapriately assigned
to the different team members and that the tagks@npleted in harmony
among the members themselves, coordination balamogskeeps the
team together. The first evaluation of a businebwiaistration, in the
words of Mary Parker Follett, "should be whetheuywve a business
with all of its parts so coordinated, so movingditbr in their closely
knit and adjusting activities, so linking, interlang, inter-relating, that
they make a working unit that is not congenic giagate pieces, but a
functional whole or integrated unit.”

Coordination is the integration, unification, angnshronization of
departmental activities to provide a unified frdior accomplishing
shared objectives. a factor connecting all othenagarial duties. The
core management activities of planning, organizstgffing, directing,
and regulating are used to try to create the bestdmation possible
within an organization. Coordination is not a disti managerial
responsibility since management is only effectiveew it can foster
harmony across many teams and departments.

Mary Parker Follet has appropriately stressed thportance of the
coordination process. The managers should haventhdset that they
have an organization with all of its parts coordiog moving together in
their close connectivity and in regulating acte®j so connecting,
intertwining, and interrelation occur simultanegughat they make a
working unit, which is known as a functional whaleintegrative unity.
The different sub-functions of coordinating includefining the power
and responsibility connections clearly, fosteringease of direction and
command, and fostering effective leadership andncomcation. Each
employee had a single supervisor to whom they wegaired to report
under the unity of command concept. This impliest tsach work that
must be completed has a direct employee-supervédationship. The
term "unity of direction” refers to the shared amnsl objectives that drive
each person's execution of their jobs and act&iti@oordination is
defined as the process of coordinating individaald activities such that
they work well together. Lack of effective coordioa causes
misunderstanding among the people and in their weskonsibilities.
Coordination that is proactive includes actions méa get involved and
stop issues before they start. Conflicts and desgents may sometimes
arise as a consequence of poor coordination.
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Corrective operations and regulatory actions aimediaintaining the
current structural and functional arrangements maige reactive
coordination. The primary goal of these initiative$o provide remedies
for the existing issues. The more people and stdgee are in the
workflow process, the more important this functibacomes. Active
coordination of activities is required for the edibrative projects and
tasks. If a team of five people is implementing@jgxt, for example, the
work obligations will be divided among the five pé®, preventing any
form of pressure from being placed on them. Whem &wmore people
are participating in a task or activity togethbg toordination function is
primarily relevant to the individuals. It is essahtto make sure that
communication mechanisms are well-organized amioa@tganization's
members in order to carry out this role in an edft way.

Committees and coordinators are two different caieg of coordination
instruments. The committees’ primary goal is to nmte more
coordination. The committees have certain drawbaoksr time,
including the fact that they are costly, time-cansuwy, and ineffectual. In
other words, it is thought that managing the corteet is a difficult task.
The presence of many people with a variety of @pisicontributes to the
committees' strength. As a result, they are udlisgith various
perspectives to provide issues with answers. Thgeimentation of the
functions of coordinating and facilitating is s&idheed interdepartmental
coordination. Co-ordinators make a big difference dost control,
customer service, risk management, employee safaty quality
management. Both of these instruments’ functioaseen as essential to
carrying out different jobs and duties inside tloenpany. On the other
side, any discrepancies in these might have aivegatpact on the duties
and functions.

The people must make an effort to enhance interttepatal

coordination. This kind of coordination's primatiynas to find answers
to the obstacles that crop up when goals and abgscare being attained.
Communication and cooperation both need to be ingatolt is essential
to identify flaws and issues and take the necesaatiypns to provide
remedies. A precise day and time should be seé asidhat people may
plan meetings in order to perform the appropriateps Written

documentation of requests and information is recemaed since it is
more effective than spoken communication. Allowjpeople to share
their opinions and thoughts while also paying ditento one another.
Communication should always be kept cool and ctdtbevhen there is
conflict. Individuals should not be treated diffietly based on their caste,
creed, color, ethnicity, religious background, oedentials. Sincere
gratitude and acknowledgment should always be sh@specially to

subordinates. If there are any errors, criticisrousth be directed in a
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positive direction. The appreciation of current kaevill guarantee that
future work will also be completed in a suitableywa

5.3.1 Features of coordination:

1. It only applies to collective activities; individual efforts are not
significant. Coordination entails organizing thdledive actions
of the group. In the case of individual effortspatination is not
necessary since the person's success has no iomphotv others
perform.

2. The process is ongoing and dynamic. Continuecalse it is
accomplished by carrying out various tasks. It & alynamic
since functionalities might alter depending on #iage of the

project.

3. Coordination is generally present in most orgatnons. However,
management may always take further steps to create
improvements.

4. Coordination highlights the cohesiveness of reffoFixing this
entails determining when and how the organizatialfferent
tasks are carried out. This enables people to beaoiegrated into
the process as a whole.

5. As the level of integration in the executiondiferse functions
rises, there is a larger degree of coordination.
6. Every manager in the company is accountablé,faccording to

vi. The fact that a manager coordinates the effatshis
subordinates with those of others makes this es$dathis job
(Sharma, n.d).

5.3.2 Principlesof Coordination:

For achieving effective co-ordination, Sharma ided the following
fundamental principles are to be followed:

1 Direct Contact:
Direct communication with the parties involved shibioe used to
achieve coordination. Direct personal contact leadsonsensus
on strategies, actions, and eventual success. iSadlily, it
prevents red-tapeism and guarantees quick respOnsedination
is best accomplished via direct communication.

2 Early Beginning:
Early on in planning and policy-making, coordinatimmay be
accomplished more easily. Direct communication ntlugs start
very early in the process. There will be problefani order has
been placed for the delivery of a certain commodily the raw
ingredients needed to make it are not readily atickes
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At an early stage, communication between the buymagager,
production manager, and sales manager would hawde nita
feasible to determine if the order could be fueii!

Continuity:

Co-ordination must be maintained as a continuoosgss. It starts
from planning and ends when the objective is acdisimgd.
Whenever there is division and distribution of fties among the
managers and departments, co-ordination is negeg&saary time
a new situation arises, a fresh effort of co-ortlorais needed. So,
the manager must constantly work at it until theppse is served.

Reciprocal Relationship:

Production, sales, finances, people, and manageshentd all be
viewed as having a reciprocal relationship withrdagation. For
instance, each of the four individuals finds hirhsapacted by the
others when "P" collaborates with "Q" and "Q" cbiaates with
"R"and "S" in turn.

Pervasiveness:

Direct communication with the parties involved shibioe used to
achieve coordination. Direct personal contact leadsonsensus
on strategies, actions, and eventual success. iSadlily, it
prevents red-tapeism and guarantees quick respOnsedination
is best accomplished via direct communication.

5.3.3 Techniques of Coordination:

The following measures or techniques have to bgtadoin practice as
tools for securing better co-ordination in the wogkof an organisation
according to Sharma (n.d):

1.
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Simplified Organisation: There is a propensity towards
overspecialization in big organizations. The orgation is split up
into several units, each of which focuses onlytsrspecific duty.
In reality, each unit has a tendency to be burediecrand instead
of serving as a vehicle for the organization's axghing goals, its
operations increasingly become ends in itself. sThiads to
coordination issues. The solution to this problenta assign a
coordinator executive to oversee the closely caeakeactivities
and functions. Departmental reorganization may béstaken into
consideration to promote better harmony among tharazation's
different wings. Coordination will also be ensutatbugh a clear
organizational structure and processes that arekweivn to all
parties involved. All actions should be covereddoganizational
processes, and it is important for everyone to knibweir
responsibilities and how their work relates to thiabthers.
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2. Harmonized Programmes and Policies:
The planning stage is the best time to introduagdioation. It is
important to double-check the plans created byouargroups or
people to make sure they all work together to famohesive
whole. The organizing executive must make sure afadf the
plans come together to form a cohesive program.

Self-Assessment Exer cises:

54 Summary

In this unit, Coordinating function, Features obadination, principles of
coordination and techniques of coordination. Knalgk of the
managerial functions is very important in admiragon and
management science.

5,5 References/Further Readings/Web Resources

Jones, G.R., George, J.M., & Hill, C.W.L. (2000)pr@emporary
management, New York, Irwin = and McGraw Hills
Sharma, P (n.d) Coordination. https://www.youcdetibrary.com/

5.6 Possible answersto Self-Assessment Question

1.Coordination

True

Shared objectives

Mary Parker Follet

True

Corrective operations and regulatory actions
Interdepartmental coordination

True

Direct communication

©CoOoNoO~WNE
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MODULE 5 MOTIVATIONAL THEORIES OF
ADMINISTRATION AND MANAGEMENT

In last module functions of managers: planningaaiging, commanding,
coordinating, and controlling were discussed. Thizdule will discuss
Motivational theories of administration and managatm namely:
Contingency Management Theory, Theory X and Y, Eiguecy Theory
and Equity Theory.

Unit 1 Contingency Management Theory
Unit Structure

1.1 Introduction
1.2 Learning outcomes
1.3 Nature of Contingency Theory
1.3.1 Importance of Contingency Theory
1.3.2 Key dimensions of Contingency Theory
1.3.3 Drawbacks of Contingency theories
1.4 Summary
1.4 References/Further Readings/Web Sources
1.5Possible Answers to Self-Assessment Exercises (BAEsS

1.1 Introduction

Having explored the function of managers in presiawdule and units
init This unit will discuss extensively ContinggnTheory as well as its
criticism

1.2 Learning outcome

By the end of this unit you should be able to:
e evaluate the nature Contingency Theory
e analyze the importance of Contingency Theory
¢ design key dimensions of Contingency Theory
e evaluate drawbacks of Contingency theory

1.3 Nature of Contingency Theory

The contingency management theory is an organiztitheory that
claims that there is no best way to organize aaatpn, to lead a
company, or to make decisions. Instead, the optooatse of action is
contingent (dependent) on the internal and extesitlation.Also,
the contingency management theory states that ieasié be able to
exert more influence if they are able to have goadtionships with
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employees. According to Bruegman, (2021) conticgetheory was
originally developed by Fred Fiedler after studywarious leaders in
different contexts, but predominantly those in thditary. Fiedler’s
theory proposes that a leader’s effectiveness bkingehow well his or
her leadership style matches the current context tsk. Thus,
contingent leaders effectively apply their own stgf leadership to the
right situation. Effective leaders know that justhuse one approach to
an individual or an issue worked well in the p#stioes not mean that it
will work again when the individual, situation, sk is not the same.

The theory further proposes there are many exteamal internal

constraints that alter what is the best way to mgar@ganizations in a
given situation. In other words, it all depends mploe situation at hand
as to what will be the best course of action f@amizations.The theory
also proposes that managers change and redesignotbanizations

primarily to adapt to changes in the internal artémal environment.

Therefore, organizational environments and prosease often sources
of change (Bruegman, 2021)

Whereas universalistic theory suggests that managemill have a

direct impact on organizational performance, caygircy theory implies
interactions rather than simple linear relationshigAccording to

contingency theory, a one-size-fits all approacm&ppropriate, as the
effectiveness of HR practices is dependent on dmeeat in which they
are applied. Contingency decisions within HRM hdaegely been

understood on the basis of external and internalEfternal fit, also

termed vertical alignment, requires that the mamegg practices of the
organization must match the organizational strategynvironmental

conditions faced by the organization.

1.3.1 Importance of Contingency Theory

The first major strength of the contingency thesrthat it has the support
of an abundance of empirical research (Peterskelag Pohlman, 1985;
Strube & Garcia 1981). This is critical as it previmat the theory is
reliable, based on various trials and research.cbméingency theory is
also beneficial as it widened our understanding le#dership, by
persuading individuals to consider the various iotpaf situations on
leaders. Another strength of the contingency theoitg predictive nature
that provides an understanding to the types ofdesathat will be most
effective in specific situations. This theory is@helpful, as it suggests
that leaders do not have to be effective in alladibns and that there are
specific scenarios in which a leader might notheegerfect fit. The last
major advantage of the contingency theory is thaiavides concrete data
on leadership styles, that is applicable to orgations developing their
own leadership profiles
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Contingency theory is beneficial to organizatioesduse of the potential
for learning from specific situations and usingsthéessons to influence
future management of the same or similar situatidhs ability to adapt

to external pressures and changes is also an adeanContingency

theory may also produce more well-rounded leaddre are able to

develop their skills in multiple areas.

1.3.2 Key dimensions of Contingency theory

Contingency theory construes organizational effectess either too
broadly ' or too narrowly. Effectiveness is broadhnceived when it
refers to organizational adaptation and survivahisT view of
effectiveness is proposed by population or natssatems theorists
(Aldrich et al., 1984). Organizations that come tewms with their
environment(s) survive and are effective. Orgarnst however, may
survive at different levels. Adaptation, as a corddt does not speak to
the issue of the organization’s level of effectiess. Adaptation takes
place over time, but the time variable is rarelyedidn studies of
organizational adaptation. If environmental undatiais accompanied
by successful adaptation, the organization maydeetc enter still further
uncertain environments as a result of the motivatipredilections of the
founders. The level of adaptation changes as tj@nation enters new
environments and adopts new strategies and inficiates. Effectiveness
is generally the degree to which an organizatiotaiob a very limited
number of highly desirable outcomes. Judging tliecé’eness of any
organization involves a question of values. Mansiged researchers, by
selecting one or more concepts for assessment, Usnaly not made
explicit the tradeoffs with respect to other outesmthat were not
selected. If each outcome is preferred by a diffenstituency, an
important question is the transitivity of outcomEsr example, if profit
maximization is the stockholders' preferred outcowmleat is the lower
limit for salaries before workers and managerssefio join the firm

Environment

A fundamental premise of these approaches is thapadicular
environmental characteristic affects all organ@adiin a similar fashion.
However, researchers who ignore the strategic ehgimension neglect
a key factor. Instead of the simple sequence afemwment organization.
Miller (1981) proposes a model in which stratedgiiacts with these two
factors. Specific environmental sectors will havffedent effects on
organizations, even though the different sectorsy rhave similar
uncertainty characteristics. For example, the statirket environment
will have a different effect on the marketing sutisyn than a stable
technological environment.
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Congruency

Deeply embedded in the contingency literature is tonstruct of

congruency, or fit. Improving congruency betweea émvironment and
the organization supposedly leads to improved #ifeess; fit or

congruency is the central theme in most contingestaglies. Although
clearly a construct of central importance, thee taro major problems
with the congruency concept: (a) methodological &od theoretical.

Contingency theories hypothesize that the relatigndetween two

variables - is contingent upon some third variallaother important
consideration is the theoretical rationale thattpasongruency is related
to effectiveness

1.3.3 Drawbacks of Contingency theories

1.

The limits of contingency theory, however, is thatrisks
proposing a limited range of options which takesgh as a given
and thereby narrows the role of choice and the@geh managers
to do things differently. Frequently absent are dy@mamics of
change or considerations that managers may pvedcti
influence, avoid, or navigate key contingenciesibelves.
Contingency theory also seems to relegate impleatient to
something as unproblematic once a decision is mBdstics,
power, resistance and, for the most part, emplogeesassumed
out of existence.

In advancing contingency research, HRM researdmeve called
for consideration of broader contingencies inclgdinstitutional
fit and also more micro-level research, includingpiementation
as a locus of fit. This is symbolic of the longretang dilemma that
contingency theorists face, namely which contingehshould be
privileged and how many contingencies can logichéyexamined
before analysis collapses under the weight of meta (Harney,
2016)

One criticism of the contingency approach as ptadtby many is
that causation is assumed but not explained. Thengstion is that
because a set of environmental conditions and @gtonal
design characteristics were found to be correldtad this is the
best fit. Organizations with inferior fits have beselected out by
a process of survival of the fittest. Some orgaiona can exist
for extended periods with a poor fit because thaustry is
profitable enough to support a company operatirgaptimally.
Others survive because the government or the |langgmization
of which they are a part subsidizes them. The agamalso does
not take into account ‘fashion’; risk-averting mgaes do what
others do if it seems to work even when other [ciky better
solutions exist. Correlation between environmeotaditions and
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organizational design characteristics without cdesng
effectiveness indicates selection not fit

5. Other problems with contingency theory are the mgdions that
relationships between variables are linear and ctsffeare
symmetrical. Some relationships between technolsgycture,
environment and effectiveness may be linear andersth
curvilinear. These problems are increased when iphailt
contingencies and measures of effectiveness arsidssed.
Interaction effects and tradeoffs may occur that rast captured
by examining single context elements.

14 Summary

The application of contingency theory looks to haveat promise for
enhancing organizational performance. Compareldset of many other
sorts of theories, the relationships are frequentiysiderably more
straightforward, understandable, and elegant. Coedpa other theories,
they frequently handle problems and variables withider range, size,
and influence. Contingency theory has a tremendeasning ability to
build straightforward decision rules that have gngicant influence on
an organization's performance because of its sotyhnd broad breadth.

However this potential goes largely unrealized. réhé&s untapped
application potential for contingency theory. Irzgtethan finding better
ways to apply the theories that already exist, kb to realizing this
promise rests in creating ideas that are simplapjly. If researchers
take on the problems raised, better theories caestsblished. Efforts
should be made to incorporate contingency hypothegth different
sorts of theories in order to discover the causdtsl and provide
explanations for why a match is ideal. involvedeTuistifications would
assist in establishing a theory's applicabilityaiparticular circumstance
and assist managers buy into the theory. Multiplgiogencies would be
highlighted in research, leading to more usefubgldemonstrate how
variables are not maintained constant in the agiodd. Recognizing the
dynamics of several potential occurrences woulth&raid in analysis
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Self-Assessment Exercises (SAES)

1. The optimal course of action is contingent (depet)den the and
____situation?

2. Who developed Contingency theory?

3. Organizational environments and processes are often

sources of change True/False?

4. Which theory suggests that management will have a direct impact on
organizational performance?

5. What are the first major strength of the contingency theory?

6. Contingency theory may also produce more well-rounded leaders

who are able to develop their skills ?

7. takes place over time, but the time variable is rarely used in studies
of organizational adaptation?

8. Effectiveness is generally the degree to which an organization does obtains a
very limited number of highly desirable outcomes True/False?

9. Afundamental premise of these approaches is that a particular environmental
characteristic affects all organizations

10. The limits of contingency theory, however, is that it risks proposing a limited
range of options

1.8 References/Further Readings/Websites

Bruegman, R. R. (2021) Principles of Fire and Ererocy Services
Administration Includes Navigate .Jones ° & Battlet
Learning; 2nd edition

Harney, B. (2016) ‘Contingency theory’ in Johnsto8eand Wilkinson,
A. (2016) An Encyclopedia of © Human Resource M&magnt,
Cheltenham: Edward Elgar, pp. 72-73

Fiedler, F. E. (1993). The contingency model: Neireations for
leadership utilization. In Matteson and ~ Ivancévic  (Eds.),
Management and Organizational Behavior Classics3pp-345).

1.9 Possible Answer s to Self-Assessment Exer cises (SAES)
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Internal , external

Fred Fiedler

True

Universalistic theory

The first major strength of the contingency thesrthat it has
the support of an abundance of empirical research

in multiple areas

Adaptation

False

. Environmental characteristic

0.The limits of contingency theory, however, is thiatrisks
proposing a limited range of options

gD
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108




POL 821 MODULE 5

UNIT 2 THEORY X AND Y
Unit Structure

2.1 Introduction
2.2 Learning outcomes
2.3 Nature of Theory Xand Y
2.3.1 Assumptions of Theory X
2.3.2 Assumptions of Theory Y
2.4 Summary
2.5 References/Further Readings/Web Sources
2.6 Possible Answers to Self-Assessment Exercises (BAEs

2.1 Introduction

In the previous Unit nature of Contingency Theadmportance of
Contingency Theory, Key dimensions of Contingencygedry and
drawbacks of Contingency theory were discussethinUnit, nature of
Theory X and Y, assumptions of Theory X and assionptof Theory Y
will be discussed.

2.2  Learning outcomes

By the end of this unit you should be able to:
e analyze the Nature of Theory X and Y
e evaluate Assumptions of Theory X
e evaluate Assumptions of Theory Y

2.3 Natureof Theory X and Y

In 1960, Douglas McGregor created Theory X and Thé&Q proposing
two facets of human behavior at work, or, to puanbther way, two
separate perspectives on people (employees). MoGegserts that a
number of presumptions underlie managers' peraeptal people's
motivations. Along with Abraham Maslow's writinggho developed the
hierarchy of needs, McGregor's work was groundechotivation theory.

According to McGregor's two theories, managersftelds of human
resource management, organizational behavior, @gdonal
communication, and organizational development uerent models of
employee motivation. Juneja, (n.d) noted that whiheory X emphasizes
the necessity of increased monitoring, outside régyaand punishments,
Theory Y emphasizes the significance of job pleasis a motivator and
encourages employees to tackle jobs without dirsgpervision.
Managers may decide to incorporate techniques ffratitm Theories X and
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Y into their operations since they can have varadfibcts on staff
motivation and productivity.

According to Fischer (2009), a series of assumptiaimout the typical
worker form the basis of Theory X. This managenstrdategy operates
under the presumption that the typical employe&slaambition, avoids
accountability, and is preoccupied with their owsalg. On Theory X
managers frequently believe that their employeesess intelligent, lazy,
and driven solely by a reliable supply of incoméeTnanagement has
the opinion that employees exclusively pursue thein interests.

Managers who believe their workforce behaves is thanner are more
likely to reward or punish them to get their attent These assumptions
lead Theory X to the conclusion that a normal gtafforms better under
a hands-on management style. According to Theomaxagers, each
behavior should be traced back to the perpetrBpending on whether
the outcome is positive or unfavorable, the perean the choice of
receiving a direct reward or a warning. This mamnadstrategy is more
effective when working with a team that is not irdrély motivated to
succeed.

In Theory Y, managers according to Vidya (2015) emgbloyees are self-
driven, like their work, and desire to advancertlogn interests without
expecting anything in return. These managers vieir employees as
one of the company's most valuable resources, ngrivis internal
operations. Workers also often accept full resgwmlityi for their work
and don't need continual supervision in order toegate high-quality
work. However, it's important to keep in mind thmfore starting an
assignment, an employee must acquire the managgrsval. Work is
maintained efficient, effective, and consistentwmabmpany regulations
by doing this. In contrast to one that is more amive and instructive,
Theory Y managers like to establish a more persozlationship with
their staff members (Serhat, 2021)

2.3.1 Assumptionsof 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 meigibsuaded,
compelled, or warned with punishment so as to aehie
organizational goals. A close supervision is regglion part of
managers. The managers adopt a more dictatorlal sty

» Many employees rank job security on top, and theyeHlittle or
no aspiration/ ambition.

« Employees generally dislike responsibilities.
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» Employees resist change.
= An average employee needs formal direction.

2.3.2 Assumptionsof Theory Y

« Employees can perceive their job as relaxing aminab They
exercise their physical and mental efforts in drenent manner in
their jobs.

« Employees may not require only threat, externaltrcbrand
coercion to work, but they can use self-directiod aelf-control
if they are dedicated and sincere to achieve tlgarozational
objectives.

« If the job is rewarding and satisfying, then it lwikesult in
employees’ loyalty and commitment to organization.

 An average employee can learn to admit and recegthe
responsibility. In fact, he can even learn to abtasponsibility.

« The employees have skills and capabilities. Theigidal
capabilities should be fully utilized. In other wist the creativity,
resourcefulness and innovative potentiality of ¢éneployees can
be utilized to solve organizational problems.

We conclude that Theory X presents a pessimisgw\of employees’
nature and behaviour at work, while Theory Y présan optimistic view
of the employees’ nature and behaviour at workcdirelate it with
Maslow’s theory, we can say that Theory X is basedhe assumption
that the employees emphasize on the physiologeadls and the safety
needs; while Theory X is based on the assumptianthie social needs,
esteem needs and the self-actualization needs dtartize employees

Self-Assessment Exercises (SAES)
1. The Theory X and Theory Y was propounded by ?

2. The Theory X and Theory Y was developed in &y 960 True/False?

3. Which Theory X emphasizes the necessity oe@®ed monitoring,
outside rewards, and " punishments

4. In in which theory does managers and employeeseif-driven, like
their work, and desire ° to advance their own g3 without expecting
anything in return?

5. Workers also often accept full responsibility fieeir work and don't nee
continual ©  supervision in order to generate highliy work True/False?
6. An average employee intrinsically does not ak and tries to escape

it whenever possible " is assumption of which ti@or

7. Which theory assumes that an average employeleamn to admit and
recognize the “responsibility?

8. Theory X presents nature amahviur at work?

9. Theory Y presents nature amahviur at work?
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24 Summary

The units has exposed you to the major assumptibtieeory X and Y.
It is important to many managers tend toward Theoand generally get
poor results while enlightened managers use Th¥pmyhich produces
better performance and results.

2.5 References/Further Readings/Web Sour ces

2.6
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Fischer, E. (2009). "Motivation and Leadership inci@l Work
Management: A~ Review of © Theories and Related
Studies". Administration in Social Work:

https://www.tandfonline.com/journals/wasw20

Hattangadi, V (2015).Theory X & Theory Y"(PDF). International
Journal of Recent Research * Aspe(@520-21.

Juneja, P (n.d)”  Theory X and Theory Y.
https://www.managementstudyguide.com/theory-x-y--

motivation.htm

Serhat, K., (2021) Theory X and Theory Y,
https://educationlibrary.org/theory-x-and-theorgguglas-

mcgreqor/

Possible Answer sto Self-Assessment Exercises (SAES)

Douglas McGregor

True

Theory X

Theory Y

True

Theory X

Theory Y

a pessimistic view of employees’

an optimistic view of the employees’
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UNIT 3 EXPECTANCY THEORY

Unit Structure

3.1 Introduction
3.2 Learning outcomes
3.3 Nature of Expectancy Theory
3.3.1 Components of Expectancy Theory
3.3.2 Application of Expectancy Theory
3.4 Summary
3.5 References/Further Readings/Web Sources
3.6 Possible Answers to Self-Assessment Exercises (BAEs

3.1 Introduction

In the last Unit, we exposed you to the major aggions of theory X and
Y. The theory was discussed in details we enipbdsts importance to
many managers. In the present Unit, Expectancyfjheil be discussed
in full.

3.2 Learning outcomes

By the end of this unit you should be able to:
e evaluate the Nature of Expectancy Theory
e analyze the Components of Expectancy Theory
e Discuss the application of Expectancy Theory

3.3 Nature of Expectancy Theory

The theory was propounded by Vroom (1964). Thergheanderlying
assumption is that someone would behave or act given manner
because they are motivated to choose a certawvitgaver others based
on what they anticipate the outcome of that contlube. In essence, the
outcome's attractiveness determines the motiventehie action choice.
The notion, according to Montana and Charnov (208&)hlights the
necessity for companies to link awards directlyptsformance and to
make sure that the prizes given are ones the emtfpdeserve and desire.
Victor (1964) maintained that motivation is a pregethat guides
individuals' decisions among many voluntary acfiviiptions. The
decision-maker bases their decisions on predictainsow closely the
anticipated outcomes of a certain activity willestle or ultimately lead
to the desired outcomes. A person's expectatidratbartain effort would
result in the planned performance, the instruméwtal this performance
in reaching a given outcome, and the "valence"haf tesult for the
individual all contribute to motivation. According Ruth Mayhew
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(2019), the Expectancy hypothesis is predicated tlom idea that

employees base their degree of effort on what ggiired to perform

successfully and get incentives at work. Set ugward system with

specific, well-defined objectives and regular assemnts if you want

employees to exert a particular amount of effofie Bteps needed to
perform at a level of performance that is expectadst be known to

employees to the greatest extent feasible. If yantwnorale to be high
as objectives are pursued, the amount of work reskeuld be difficult

but not impossible.

Additionally, expectancy theory (or the expectatioeory of motivation)
suggests that people behave or act in certain \bagsuse they are
motivated to choose a particular conduct over sthased on what they
anticipate the outcome of that behavior to beedsence, the outcome's
attractiveness determines the motive behind therachoice. However,
the cognitive process through which a person ingtspthe many
motivational components forms the basis of the theBefore making
the final decision, this is done. Making a choiae fwow to behave
involves many other considerations in addition b tresult. The
expectation theory examines how people make choiceske decisions.
It describes the procedures a person goes thraugiake decisions.

In the expectation theory, Vroom established thier@ables: valence (V),
expectancy (E), and instrumentality (1). The thf@etors are significant
factors in selecting one factor over another sitiegy are precisely
defined: Expectations of effort vs performance (EaRd performance
versus outcome.

Managers can motivate employees by aligning rewardsvalues and
providing a supportive work environment for evergai do their best
work. The expectancy theory emphasizes the corurebgtween effort,
rewards, andoals People are motivated to work and contribute when
they believe they'll achieve a positive outcome hadewarded for their
efforts (Isaac, 2001)

3.3.1 Components of expectancy Theory

Expectancy theory has three components: expectamstyumentality,
and valence.

Expectancy: Expectancy is the person's conviction that effolitresult
in the desired performance outcomes. Expectanitweiattitude of "I can
accomplish this" confidence. This assumption igmfsupported by an
individual's prior experiences, self-confidenced gverception of the
challenge of the performance standard or objec@@@npetence, goal
difficulty, and control are factors that are corteecto the individual's
expectation perception.
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Instrumentality: The idea of instrumentality is the conviction ttifaa
performance expectation is satisfied, a person etithin the intended
result. When someone is being instrumental, it shthat they think, "If

| do this, | will receive that.” The intended resmight be a wage raise, a
promotion, recognition, or a feeling of successs lguaranteed that the
reward will be given if the predetermined perforrmanis fulfilled
provided there are clear policies in place, idetilyse that are outlined
in a contract. When the result is the same fozaikceivable performance
levels or is ambiguous or unknown, instrumentasitgoor.

Valence: Valence is the special value a person ascribeséotain result.
"l find this specific conclusion attractive sinceaime,” Valence expresses
the truth. Needs, objectives, preferences, valsmsices of motivation,
and how strongly a person prefers a certain resaltall factors that are
connected to an individual's valence. A bonus ogevimcrease may be
motivating and desirable to one employee but n@nather (who may,
for example, prefer more recognition or more fléxiworking hours).

When wused correctly, expectation theory may aid agars in

understanding why people select between differefabioral options.
Managers should implement mechanisms that clog#tyihcentives to

performance to improve the relationship betweeareéind results. They
may also utilize training to assist workers honeirtiskills and develop
the conviction that putting up more effort wouldy fact, result in

improved performance.

3.3.2 Application of Expectation Theory

According to Vroom's idea, when the incentive haster personal worth
to them, workers would likely put up more efforvadrk. They'll be more
conscious of the connection between their work tiedoutcomes. The
following three procedures must thus be understpothe organization
and the employee.

1. Increased efforts will improve work performance

2. Increased performance will lead to bigger rewards

3. The offered reward will be appreciated by the eypdo

It might be challenging to inspire an employee iheoof these
requirements is not satisfied. The final sentengaairticular might cause
problems. Therefore, a company must determineglialworation with its
workers, the incentives certain employees appreaiatl find motivating.
Although this theory demonstrates that it is notassarily the most
essential aspect for employees, organizations tidirve that financial
incentives are the greatest method to encouragkensrBecause of this,
it's important to strike the right balance betweemwarding people
financially and establishing clear, individualizeefrformance standards.
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Self-Assessment Exercises (SAES)

1. Expectancy Theory was propounded by Vroom in ?

2. The underlying assumption of Expectancy Thesihat
someone would behave or actina " given mannexusecthey are
to choose a certain activity over others?

3. Motivation is a process that guides individud&tisions among
many voluntary activity = options True/False?

4. According to the Expectancy hypothegmseslicated
on the idea that employees * base their degrettast en what is
required to perform successfully and get incentateswork?

5. People behave or act in certain ways becaugetieemotivated
to choose a particular conduct over others basadhat they
anticipate the outcome of that to be?

6. Vroom established three variables: valence (V) and
instrumentality (1)?

7. Expectancy is the person's conviction that effalf result in the
outcomes?
8. Valence is the special value a person doeaswibe to a

certain result True/False?

9. When the has greater personal worth ta,thrkers
would likely put up more effort = at work

34 Summary

This Units discussed Nature of Expectancy TheQgmponents of
Expectancy Theory as well as Application of ExpectaTheory. The
theory is one of the motivational theories in adstnation and
management

3.5 References/Further Readings/Web Sour ces

Isaac, R. G., Zerbe, W. J., & Pitt, D. C. (2001eabership and
motivation: The effective = application of expeatgn theory.
Journal of managerial issues: 212-226.

Montana, Patrick J and Charnov, Bruce H., (2008h&fgement — 4th ~

edition. Barron's ©= Educational Series
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3.8 Possible Answersto Self-Assessment Exercises (SAES)

©CoNoG,~WNE

1964

Motivated

True

Ruth Mayhew (2019)
Behaviour
Expectancy (E)
Desired performance.
False

Incentive
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UNIT 4 EQUITY THEORY

Unit Structure

4.1 Introduction
4.2 Learning Outcomes
4.3 Nature and assumption of Equity Theory
4.3.1 Characteristics of Equity Theory
4.3.2 Benefits of Equity Theory
4.4  Summary
4.5 References/Further Readings/Web Sources
4.6 Possible Answers to Self-Assessment Exercises (BAEs

4.1 Introduction

In the last unit we discussed a Nature of ExpexstaTheory,
Components of Expectancy Theory as well as Appboaif Expectancy
Theory .In this last unit, Nature and assumptiorEqtiity Theory and
Characteristics of Equity Theory and Benefit&Eqlity Theory will be
discussed.

4.2  Learning Outcomes

At the end of this unit you should be able to:
e Discuss the Nature and assumption of Equity Theory
e Characteristics of Equity Theory
e Benefits of Equity Theory

4.3 Nature and assumption of Equity Theory

The earliest version of equity theory was created963 by Jane Stacy
Adams. The foundation of equity theory is the notibat people are
fairness-motivated, and if they see disparitieth@input-to-output ratios
between themselves and their reference group, whieyry to change
their input to achieve their perceived equality.céiing to Adams,
people are more driven when they perceive equityeasg high, and the
opposite is also true: those who feel that theirenment is unjust are
less motivated.

According to the hypothesis, receiving low inceagileads to discontent,
which drives individuals to act and lessens thé&t#hce between their
ratio and that of the comparison group. One mifgintinstance, improve
results or, if feasible, decrease inputs (lowefgsarance). The theory's
proponents contend that when someone receivessixeaswards, they
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may feel guilt, humiliation, or regret rather thamath or resentment.
Since these feelings are undesirable, they ougspuo people on to take
action to lessen the imbalance. People are oftee molined to react by
increasing inputs since they seldom forsake pléasarsequences. Forth
other words, they must put in more effort.

Human resource experts have recently given equigory greater
consideration, particularly with reference to thardess of results.
Industry, labor, and the government are very careabout equality, or
more specifically, inequity. Workers often do neeghe fairness of the
trade between the employer and employees as ongcamomic issue;
there is also a component of relative justice ay.pAny social interaction
in which an exchange occurs, such as that betweraraand his wife,
football teammates, or an employee and his emploggght be subject
to equity theory (Abdelghafour & Al-Madi, 2012)

Inequity, according to Adams (1965), is "presemtad@erson anytime he
believes that the ratio of his results to his iispamd the ratio of others’
outcomes to their inputs are uneven." The fundaat@ahet of equity

theory is that when people work for an organizattbey provide certain
contributions (e.g., abilities or job performancéeople anticipate
receiving something in exchange for the input theke; for instance,
when they make a high performance input, they guatie receiving a
high pay level.

According to equity theory, overpaid employees #thoavoid any
methods of reducing injustice that might (a) hawke@imental impact on
their self-worth or physical health, or (b) devahgsitive work outcomes
like financial pay or job satisfaction. The studifglings suggest that a
psychological rationale incorporating a greateruwa of one's work
contributions is the favored strategy (Perry, 198 ployees respond
badly when they are dissatisfied with their jobkisTis in line with what
Adams expected, which is that employees who fe&idy underpaid
may react by improving their results.

According to equity theory, individuals may readsreconditions of
injustice cognitively, for as by changing their peptions of the results of
their employment. According to equity theory, urmed employees may
be able to restore overall fairness by persuadiegnselves that their
compensation is fair given other results.

4.3.1 Characteristicsof Equity Theory

According to Miner (1980), equity theory has thelldwing
characteristics:
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1. Prediction of performance: the evidence of reseatwwed that
both over reward and under reward will have an ceffen
performance, but the question that remained unamesivis for
how long this effect will last before corrected lppgnitive
distortion. On balance the theory seems to premiciormance at
least for a short period of time.

2. Prediction of work satisfaction: the research damehis area
gives strong support for equity theory. In over-aevsituations
guilt and dissatisfaction was experienced which weitkers to
increase inputs, and under-reward created angeressttment,
which led in many cases to turnover and absenteaisctlowering
inputs.

3. Construct validity: the central construct of thedhy is equity
motivation. Or perhaps two constructs involvinglgor shame
reduction and anger reduction. The theory lacksigian in regard
to what factors operate as inputs and what factperate as
outputs and under what circumstances.

4. Utility: able to predict performance and work stcsion.

5. Falsibility: the problem of individual, who will spond to inequity
stimulation and who will not. There is also a peshlin regard to
a comparison other, how it is chosen and why, hastoirs come
to be viewed as inputs and outputs and why

4.3.2 Benefits of the Equity Theory

There is a lot of practical value in equity theoty.may be used to
practically any kind of connection, including onést are romantic,
exploitative, or professional. The second bensfthat equity comprises
a large number of constructs, some of which aregnantified, but even
so, we may eliminate inapplicable conceptions amthbles rather than
adding new ones to the theory. Comprehensivendks isquity theory's
third benefit. Fourth, the idea makes sense andistmtly describes
human behavior. This is obvious in its applicatmoml consistency, as our
study revealed. Fifth, equity theory is not consed by time or
geography. This boosts its generalizability sincenakes it relevant to
any kind of connection. Sixth, the cause and effedts have been
outlined in all of the theory's assertions. Sevenhtiere is construct
validity for the hypothesis. Job happiness mayrtileienced by factors
like salary satisfaction. These constructs havewshthe expected
behavior in investigations. Finally, because theureof interactions is
defined, equity theory may be said to be self-aiiy. Through study,
equity theory show to have a solid foundation.

The results of the overpayment study, howevemseéeconflicting. The
research appeared consistent when looking at uagergnt scenarios in
which workers reduced their performance in resporee the
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underpayment. Equity theory was unable to foreseeskpected course
of actions (lowering inputs, raising outcomes,eaving the field). When
someone feels underpaid, he or she may choosqust dideir inputs to
lessen inequality by working less, or if they ch®mad® cognitively
misrepresent the quantity of their existing inptitgy may opt to work
more. The equity hypothesis by John Stacey Adamdams why
motivation cannot be determined just by income andrking
circumstances. It also explains why promoting oising the
compensation of one person may demotivate others.

People are more likely to be motivated when thdiebe they have been
treated properly or favorably; conversely, wherytreel they have been
treated unjustly, they are far more likely to fedikenchanted and
demotivated.

Employees strive to preserve parity between théribanions they make
to a job and the results they get from it in congmar to how others are
seen to have contributed and produced results. rdicap to the equity
hypothesis, individuals appreciate fair treatmevitich motivates them
to uphold fairness in their interactions with colens and the business.

Equity theory has received more attention lategnfrhuman resource
professionals especially regarding the fairneseutomes. Equity or

more precisely, inequity is a major concern of stdy labor, and

government. The fairness of exchange between emesognd employer
is not usually perceived by the employees as sinaglyan economic
matter, an element of relative justice is involvEduity theory could be

applied to any social situation in which an excleamnakes place (e.g.,
between a man and his wife, between football teates) and between
employee and his employer). When two people exahaswnething,

there is a 3 possibility that one or both will felht the exchange was
inequitable.

Self-Assessment Exercises (SAES)

1. The earliest version of equity theory was createtitc3 by
2

2. Receiving low incentives leads to ?

3. Human resource experts have recently given edugtyry greater
consideration True/False?

4. Any social interaction in which an exchange occsugh as that
between a man and his wife, football teammatean@mployee and
his employer, might be subject to ?

5. is "present for a person anytime he\sdi that the ratio
of his results to his inputs and the ratio of osheutcomes to their
inputs are uneven?

6. Prediction of performance is a characteristic afigctheory

True/False?
7. is the equity theory's third benefit?
8. strive to preserve parity between theritaritons they

make to a job and the results they get from it?
9. Equity theory has received more attention latetynfhuman resource
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44 Summary

Employees need to feel that they have some infei@ver their future
with their company, which is one of the reasons \iduyness in the
workplace is so crucial. A system is unjust ibitks consistency, leading
to arbitrary judgments and employee victimizatiears. Systems that are
unfair diminish workers' confidence that their eféo will provide
worthwhile results. The advantages of acting inay what is viewed as
fair by subordinates should be known to manageemadders need to be
careful about how they treat their staff membemnsesihow they perceive
their treatment may have an impact on how civicalhgaged they are.
Additionally, their comprehension of equity theognd the many
instances of under-reward and over-reward resporeesvell as the
impact on organizational issues including strikespmplaints,
performance declines, theft, and resignation

4.4  References/Further ReadingsWeb Sources
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Dryden.
Perry, L. S. (1993). Effects of inequity on job iskction and self-
evaluation in a national sample “of African--  Ancamn.

Journal Social Psychology, 13(4):565-574.

45 Possible Answersto Self-Assessment Exercises1 (SAES)

Jane Stacy Adams
Discontent

True

Equity theory
Inequity

True
Comprehensiveness
Employees

True

122



